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MEMORANDUM FOR: Deputy Director for Support 
SUBJECT : Report of the Inspector General's Survey 
of the Office of Personnel 
You have received copies of the Inspector General's 
report on his survey of the Office of Personnel. May I have 
your comments on the recommendations in the report within 


sixty days of the date of this memorandum. 
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Executive Director-Comptroller 


fo Erelsila eaate 
Wa faving ony 


(Eu 7 AN ae ca ; : 
Approved For Release 2003/04/29 : CIA-RDP84-00780R0040q0100026-1';" 


aterad 


fe 


Approved Eor R 2 
SENDER WILL CHECK CL 


NAME AND ADDRESS 


1 [Deputy Director for Support 


REPARE REPLY 
ECOMMENDATION 


Re ch 
Sack. are two copies of the IG survey of 


the Office of Personnel for use within your 
directorate. 25X11 


FOLD HERE TO RETURN TO SENDER 


FROM: NAME, ADDRESS AND PHONE NO. 
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Direetor of Personnel 5E-56 


lam attaching a copy of the Inspector General's 
Survey of the Office of Personnel for your information 
and action, I would appreciate receiving your 
comments by 18 June 1971 in order that we may 
prepare a suitable reply to the Executive Director~ 
Comptroller before 2 July. Recommendations 1 and 
10 have been sent to the Directors of Logistics and 
Medical Services, respectively, for their comments. 


Se 
Yon W. Coffey 


Deputy Director for Support, 7D-18 = 5 MAY 1971 
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SU MARY AND CONCLUSIONS 


% 
he 


rareine from reeruitrent to retirement, from position manarenent to 
the control of official records of emoloyees, and from atetutory 
benefit vrograms such as overseas hospitalizotion, to services such 
as travel vnrocessing, life insurance, and the Credit Union. One 
branen, Fersonal fffairs, alone administers 16 benefit and service 
prorrans. The versonnel~focused functions of security, medical 
services, and training are of course oreanized and manacved as separate 
components in CIA for reasons of evecializetion and, to ensure maxinut 
“roteetion of marr varieties of sensitive, often unevaluated, infor - 
nation concerning employees. Coordination of the work of these 
personnel-ortented componerts occurs continuously at all levels but 
is orteiuated most frequently with respect te policy matters under 
the sects of the Director of Personnel. 

2. The nersonnel officers asaigned to each major operating 
commonent of the Avency conatitute the romaining major constituent 
of the formal Agency nersornel system. ‘hoy ensure that the basic 
rules of nersonnel administration are soplied consistently throusiout 
the Agveney and that the ultinate expertise of the Iffice of Personnel , 
the Acency's senior command, and the U.S. Government are brousht to 


bear an needed. 


Tt 
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3. We completed our inspection of the Office of Personnel with 
very favorable impressions overall of its health and contributions to 
the effectiveness of Agency operations. Despite the many suggestions 
for change or experimentation with alternative policies which ere 
offered in this report, we are convinced that the great majority of 
the services of the Office of Personnel are well designed and first 
class in quality. We interviewed many excellent officers in this 
component who approach the Agency's personnel management problems 
with imagination and dedication. 

4, There were various circumstances that worked to limit the 
range of this inspection. One of the most important was the DDS 
project known as the Support Information Processing System (SIPS). 
Six of the ten SIPS subprograms are aimed at operations of the Office 
of Personnel. SIPS designed proposals for many of the OP operations 
are far along toward implementation. SIPS is an extremely complex 
interoffice undertaking, and it was impractical for our team in the 
time available to go beyond general briefings on its prospects. We 
have noted at several points in our report that the SIPS work on 
particular OP systems looks professional and seems to promise valuable 


results. We were unable to estimate whether the extremely ambitious 


4 
SIPS objective of a remote access, time-shared, integrated DDS data 


base was indeed a reasoneble objective so fer as the Office of Personnel 
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is coneorned, nor how soon the SIPS olen will prove feasible and 
prudent within the current state of the art in computer software 
and hordvare. 

S, A seeond consideration influencing the scone of our survey 
uas the nreviously Initieted IG inspection of the Operational Services 
of the DOP which was completed in November 1970. That inapeetion dealt 
In denth with the nersonnel management policies and programs of the 
Clandestine Service, ard ve avoided, for the most part, reoinne over 
that cround 3 second tine. 

6. fA toird influence on our survey although intangible and 
diffieult to assess was the occurrence during the veriod of our 
inapection of a decline in OP workload for the three reinforcing 
reasons of (a) reductions in Asency streneth--a matter of manscement 
noliey, (b) slewdown and change In character of Agency mannover 
attrition due to the business slump--i.e., market conditions, and 
(c) the remilar winter drop in vorkload in some programs, 1.¢., 
seasonel varietion. While we found it difficult to identify under- 
employed OP resources, we suggest that the likelihood of under- 
amployment should be closely vatched and that it invites new exper- il 
iments in economy along such lines as TOY in lieu of PCS recruitines, - 
use of contract ermloyees during neak load periods in such onerations _ 
as central processing and clerical induction, and. adjustment of the 


worts week to fit seasonal load. 
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ovident to this insvection team, as it has been to 
orevious teams, that the key to the evaluation of oersonnel admin- 
istration in CTA lies in appreciation of the sharply drawn lines 
tetveen oeraoennel support and personnel manerement functions. The 
Mrector of Personnel stands aside and apart from the managers of 
operatins commonents in their exercise of the basic functions of 
selectine and tesking employees, evalusting their verformence, and 
promotins them in the lisht of their achievements. We detected no 
trend Lovanl modification of this historic allocation of management 
authority. 

S,. We talked to virtually all of the Agency's personnel officers 
asotened te operating components about their workine relationshins 
with line nanacers. It was evident that while some personnel officers 
merely provide technical services according to the rules, others olay 
a very constructive role in identifying and initiating action on 


nroolems of nerformance, career development, and even poor super~ 


vision. Ve have coneluded that a hetter system is needed for the a 


selection and development of personnel officers. The present-day 
methote are infornal and undefined. (Guidelines for the development 
of professional nernsonnel officers are lacking. Mastery of technical 
processes predowinates historically as the reute to senior rersonnel 
officer assienments. 


9. “we concluded that the Director of Personnel ought to be more 


ea 
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avesrersive in coordinating the velieics and programs of the Arency's 
twenty-three eareer services. There is little or no effort today on 
the part of the Sffice of Personnel to acquire, analyze, publicize, 
and promote minimr: stenderds of nractice anong the career services. 
Tt 13 very difficult, therefore, for the Tirector of Personnel to 
judee whether the career services are in good shape or ougnt to be 
coins a ood denl more in suen vitel, areas as (a) counselling and 
planning of careers, (bv) advertising and filling job vacancies fairly 
ani effectively, (ce) controlling inflation in fitness report ratinces. 
(a) improving management natterns in dealing with marginal performance 
ermloyees, and (e) controlling the process by whieh clerical and tech- 
nician enplovees move un to nrofessional positions. 

15. “e found the planning funetion of the Office of Personnel ea 
mislocated ineide one of the three nator subdivisions of the office. 
This sutomatically introduces problems of perspective and communication 
for the staff in working across commend lines. In fact, each of tho 
OP functional components is largely self-sufficient in planning, and 


the Plens Staff devotes its enersies nrinarily to studies levied on 


the office by the top management of the Agency. We would like to see 
a 


the staff dray on a wider range of skille and experience in intellicence 
onerations and improve its awareness of the planning interests and needs 


of the career services. We noted # variety of procedural, file noaintenance , — 
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and eantlonent problems in 0P whieh were deserving of more attention 
toan they sre gatthine, and we have surcested that the office acquire 
sone expertise in these matters. Valunble stils in systems analysis 
have heen Jevelloved anong the OP revresentatives on the SIPS project. 
These OP carcerists should be brought back and tasked by CP once SIPS 
is implesented, We noted the rather varue division of labor setween 
the Plans and Teview Staffs and forecast that time will bring them 
together again under one charter. Accordinely, we have recomended 
that all of these canabilities te consolidated into e Planning and 
cystens Staff renorting to the Director of Personnel. 

il. Onur survey found the Position Management and Compensation 
cowoonent understaffed and unable to meet its responsibilities in the 
fields of wosition deseription and periodic review of job structures. 
Whe review funetion, in vartieuler, should be utilized in tendem with 
financtal audit as a masor management tool of the senior command of 

he Areney. We have urged that there he an early review of this 
operation and that approvrinte steps he taken to bring it up to 


atbreneth and ontimum performance. 
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INTRODUCTION 


1. Personnel administration in the Azency is the resgnonsibilit? 


of the Mirector of Central Intollieence. Te slone is responsible for 


Aveney versonnel policy, and only he can order the involuntary sepa-- 


ration of an ermloyee. Arenecy emoloyees have the right to anneal 
sersonnel rulines of the Director of Yerysonnel and of operating 


o?ficials, again involving the DCI. 


°, O€eh of the authority with whieh the Director is vested in 


the conduet of personnel matters is, in fact, delerated a 25X11 


The DMreetor of Personnel is responsible for the 
formuletion of Aceney nersonnel panel ement, goals, 
noLicies, end prorrams. Ue vrovides leadership in 
imorovine the effectiveness and Plexibi lity of ner-~- 
sommel manavenent, assuring ite consistency amons the 
varion: Career Services of the Areney while givine due 
resard te their differing needs. 


“he Vaeds of Career Services are resnonsible for the 
agolication and funetioning of the Agency personnel provram 
as it applies to the members of their Cereer Services. 

Srnervisory Officials are largely responsible for the 
day to @ey functioning of the Scenevr's personnel program 
and provide the essential communications link with the 
Tndividual employee. 

2, Tt will he seen from the foreroing that the Director of 


Pernoumel tn a staff officer in the truest sense of the tern. Fe 


presents the “roals, polictes, and provrans’ which he initiates to 
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the Deputy Directors at a meeting chaired by the Executive Director- 
Controller, The more important of these are then carried to the 
Mreector of Central Intellicence for final avereval. The Director 

of Personnel recommends action in all cares of involuntary separation. 
Tn matters of hiring and admitting individuals to the CIA Retirement 
ant. Disability System he has the finsl voice, subject to anneal to 


the Director. 


kh, Tn addition to his staff work, the Director of Personnel 


heada an office which performs many immortant support tasks, and a 
esreer service which supplies personnel officers to every sizeable 
eouponent in the Agency. <A chart of the organization of the Office 
of Personnel is displaved.on the facing vare. 

5. In this survey we review the activities of the Office of 
Persomel ant of the Personnel Career Gervice; we do not endeavor to 
evaluate Arener nersonne] nolicles or te review the verformance of 
Leads of career services and supervisory officials in implementing 


these nolicies. 


a 
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OFFICE OF THE DIRECTOR OF PERSONNEL 


1. At the beriming of the survey, the immediate Office of the 
Tirector of Personnel included the Director of Personnel, his deputy, 


an executive offleer, an assistant executive officer, 2 special 


assistant to the Director of Parsonnel, a finance officer, a short- 


hand rerorter, three secreteries, and an information control clerk. 
The Career Manacement Office, consisting of senior and junior career 
wanagenent officers and a secretary, also is located in the front 
office. As a result of the transfer of the then current Director 

oP Personnel to the position of Assistant Deputy Director for Support, 
the vosition of executive officer became open. It is not the intent 
of the present Pirector of Personnel to fill it. 

2, “Much of the tine of the front office is concerned with “special 
interest” corresnondence. ‘This may be defined as communication with 
applicants or srplerees who have contects with Congressional or high 
ranking ixeeutive Branch leaders. Tn some instances, an apnlicant 
nay be trested as a special interest ease solely because of the in- 
fluential status of one of his neichbors. These cases receive detailed, 
exneditious handling st all front office levels within the d'fice of 
Persomel. Considerable tine is devoted to drafting and proofreading 


of responses. In many instances, the functional resvonsibility for 


~ 49 
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handline a communication belongs tc one of the divisions, but the 


eoncern for potential repercussions of a tactless or improperly 


drafted letter is so great that sultirle layers of supervision and 


checks have been establisied to prevent such a slip. The Special 
Assistant to the Director of Personnel, the Assistant Fxecutive 

Officer, the Denuty Mrector of Personnel, and the Director of 
Personnel are all likely to review the same letter. This tends to 
dilute the sense of responsibility of the division without 2 corres~ 
nonding reduction in workload. Indeed, the duplication involved in 

the review process increases the workload for this particular srea 

of business. Perhaps equally effective control could be assured by 

tvo steps: (a) strictly definine the parameters of a “speciel interest” 
case and (b) giving more resvonsibility to the division for the fin~ 


ished product. 


2. One of the most anparent problems confronting the Office of 
Personnel is space. There is a leck of space in those locations 
specifically desicned for handling peonle-oriented activities of the 
office. Tab A illustrates the present ares allocated to each of the 
major elements of the Office of Personnel. ‘his pictures the guantity, 
and indicates a less than adequate allocation in some areas. It does 


not sneak to tie quality, which is drab and unsuitable to the Punetion 
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in far too many cases. 
hk, ‘Those spaces of the Office of Personnel which are utilizee 


in meeting peoole and solving their personal problems universally 


lac’: privacy and are overpopulated and cheerless. The Retirement 


Division is located away from the main building in a site which is 
{neonvenient and time-consuming to reach. The Special Assistant, 

who deals exclusively with adverse action separations, oceuples space 
remote from most of the people of the Agency. 

5. The Office of Medical Services also relates to the employee 
in ismortant and confidential matters. Teh B illustrates for purposes 
of coaparison the space allocation for Medical Services. We helleve 
the firures speak for themselves. Consultation with Medical Services 
ia routine and generally accepted by all. A great many of the instances 
in which the employee consults with the Office of Perconnel, hovever, 
involve serious personal problems or a breakdown in communication and 
understanding between the individual and his Career Service. ‘There 
is an underlying emotion in almost all such situations that should be 
dealt with in surroundings of calm and privacy. 

Recommendation No. 1 

Tat the Deputy Director for Support revieyr the space 
priorities of the Support components and make such moves 

as are needed to provide adequste, suitable space to the 

Nefice of Personnel at the headquarters building. The ain 

should be to centralize those services concerned directly 

with people and their problens at the expense of those, in~ 

eluding programs of the Office of Personnel, concerned with 


the manipulation of things. Particular emphasis should be 
placed on the accessibility and decor of the facilities vrovided. 


ae ke 
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6, laek of adequate janitorial and related suovort services a 
in the “egazine Building proves to be the single most frequently 
cited source of irritation we encountered durine our review of the 
space situation in the Rosslyn area. “ost employees in the Rosslyn 
buildings had simply eiven wo on the issue of parking space. We 
found no reason to doubt the assertions thet were made to us by 
enployees workings in the Masazine Building that rest rooms are fre- 
auently out of supvlies, floors so uncleaned for long periods, air 
conditioning filters are not replaced, and venetian blinds and walls 
are visibly filthy. The situation deserves the term disgraceful, and 
we agree that the staff is fully justified in their indignation. We 
discussed the situation with the Director of Logistics, who reported 
that the Aveney and the General Services Administration had sousht 
redress on many oecasions without success. A new review of the 
situation was berun in “larch 1971, looking to possible relocation of 


Agency tenants from the Magazine Building. 


Personnel Career Service 


25X1 7. The Personnel (SP) Career Service has a population of about 


members. [tree clerical, the remainder are 
25X1 = : 


seni-prefessionals and professionals. some] fre assigned to other 25X1 


components of the Agency, ten are normally in training status, and 


the renainder are in the central office. 
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OFFICH OF MEDICAL SERVICES 
(Average Square Foot Per Person) 


Office of the Director 

Selection and Processing Division 
SA ~ Process and Selection 
Selection and Processing 
Payehiatrie Staff 

Perehological Services 

Recention Area 

Field Support Staff 

Suppert Division 


Clinical Division 
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OFFICE OF PERSONNEL 
(Averare Square Poot Per Person) 


Office of the Director 
SA-Dlacenent Division 
Recruitment and Placement /WARO 
Reeruttment Division 

Personal Affairs Branch 
Snecial Activities Staff 
S4-Contract Personnel Division 
Retirement Affairs Division 
Retirement 0.P.5. Branch 
SA-Central Processing 
Insurance Rranch 


Credit Unton* 


ALL SPACE 


*ixeludes lobby area of 699 square feet. 
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6 A small number of professionals served with CIA's predecessor 
organizations. During the early vears of the Agency's existence this 
sroup was auguented by the recruitment of a considerable number of 
trained personnel officers from other federal agencies. Since that 
time the Personnel Career Service has aecented a number of experienced 
officers ‘rom other components of the Agency and has done a modest 
anount of professional recruitment. The lower professional grades 
inelude a substantial number of officers who were originally recruited 


as clerks and who have moved up the grade ladder by displaying initia- 


tive, intellicence, and natural energy. 


9. [professionals hold baccalaureate 


degrees, and 34, masters derrees. Key positions in the service are 
occupied by experienced, energetic, and intelligent officers. An 
anbitious young officer entering the SP Career Service has a chance 
to move up Into a position of responsibility and may even aspire to 
promotion to sunerrrade if he reaches one of the five senior positions 
in the service. Although headroom is limited at the top of the SP 
Career Service, nossibilities for advancement exist elsewhere in the 
Support Directorate. 

19. The Director of Personnel has made a detailed study of his 
service in which are, grade, and rate of advance are brought to the 


fore. It was found that 72 percent of all professionals above GS-10 
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are over Wo years of aze, he nercent of this same group are over 50. 


Walf of the personnel in grades G to 19 ave over 40; only one officer 


under are 40 nas otteined grade 13. These figures indicate that there 


will he a considerable turnover in Personnel during the next tvo 
decades. Personnel's hiring, training, and assignment policies will 
be mat to the test. 

LL. Asstieuments and promotions are handled through an established 
Career Service panel. Sentor officers of the service initiate many 
of these actions. ‘The ably led Career Manacement Staff functions as 
secretariat to the panel and provides an imnortant link between top 
wanagenent and the average ermloyee. The Senior Career Management 
Affieer has placed emphasis unon the introduction of new blood into 
the Office of Personnel at the professional level. He has actively 
recruited Career Trainees into the service, and has concerned himself 
with thetr training and develonment. He encourages rotation for 
treiuing purpoges. The Career Managenent Staff enjoys a good repu~ 
tation throughout the service because of its oven-door policy and 
hecause of its willingness to discuss employment matters in an honest 
and frank way. This office plays en important role in the handling 
of clerical assienments. 

12. We were struck by the lack of clarity that exists in the 


minds of many concerning the distinctions witich must necessarily be 
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dram between the wor of the elerk, the technician, and the pro- 


fegsional. These three catesories of jobs are not sharniy delineated, 


and there are no set standards for transition from one to the other. 

Ad hoe decisions concerning promotions and assignment have tended to 

erode such standards es have been esteblished in the past. We believe 

thia sttuation can be corrected by establishing standards for different 

tynes of SP careers. 
Recommendation No. 2 


That the SP Career Service be divided into three 
caterories: clerical, technical, and professional. Tt- 
is further recommended that the SP Career Panel specify 
gualifieations to be nresented ty individuals in order to 
enter these career services. It is also recommended that 
SP earcer jobs then he keved to the apnropriate career 
services in order to assure consistent career management 
practice within each of the three broad caterories of 
oupLlovees 


# £2 8 R SF 


13. In the last three vears the Office of Personnel has initiated 
a rernular prorram of snonsoring personnel in academic training programs: 
on both a full-and part-time basis. This commitment to the develon~ 
ment of a sophisticated service has raised the morale of the younger 
employees. It is also develoning a nucleus of younger personnel 
officers who themselves have some type of commitment to the office 


and who fecl that they exert some influence on the ehcice of goals 
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of the offfee. So far, hovever, OP has tended to sponsor this train- 
iur on # relatively Gavheazard basis. The office has established 
guidelines for the length of sponsored training. Tt has not eatab- 
lished requirerents for the type of trainine. 

1h, Without suldelines relative to the ecademic disciplines to 
be pursued, the. office runs the danger of beine short-changed. There 
are branches of knowledge which affect nersonnel management which may 
be slighted. These could include such areas as advanced clinical 
psycholosy, the behavioral seiences, ineluding the dynamics of group 
interaction, and the acanisition of operational research tools. Hunan 
nature being what it is, the student may vursue the "soft" subjects 
rather than hard disciplines, if there is not some authority exerted 
by the office, 

Recommendation No. 3 

That the Director of Personnel establish, as part of 

his career management program, a plan which would identify 

the academic skills needed to nrovide a balanced staff snd 

that he require SP careerists undergoing training to take 

those courses that are most needed by the office as well as 

those that are of particular interest to the individual. 

15. The unner end of the trainine svectrum has demonstrated a 
dynamic growth. The lower end of the apectrum has, in our oninion. 


been somewhat nemlected. We find that the basic training, the acqui~ 


sition of skills and techniques, has been unevenly applied to the nev 
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merhers of the SP Career Service. In our interviews, the voung 
officers frequently expressed concern over their lack of nreparation 
for nev assicnments. Jobs were frequently described as “sink or 
swim.” Individuals whe have transferred between major components 
have expressed bewilderment and some resentment because the knowledge 
gained on the first job atd not transfer to the second. Such indi- 
viduals felt that they were disennointing the component to which 
assicned and were serving as poor representatives of the Office of 
Personnel. 

15. At one time, the Office of Personnel pursued an informal, 
internal training program which was called "Curle Collere.” This 
was a learning situation conducted both during and after working 
hours which deliberately sought to acquaint the junior officer with 
the skills ant techniques which underlie the menimilation of per~ 
sonnel within this Aeency. This progran has been lone since dis- 


aortinued. Something simtler seems to be needed, The office does 


conduct orientation programs for new employees. These are haphazardly 


applied but are better than nothing. Tt is our feeling that a more 
ambitious program would be very valuable. 


Recommendation No. 4 


That the Director of Personnel initiate an internal 
office of Personnel training prosram for new careerists, 
desiened to give such ecareerists a knowledge of the funda- 
mental skills and of the Office of Personnel. 
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17. We have urged at various points in this revort that the 
senior specialists in contracting, insurance, retirement, and the 
handling of adverse action cases, for example, conduct seminars for 
personnel officers to develop and maintain their competence in the 
important functions of their profession. The foals for training 
new and established career officers are complementary, and the 


prorzrams should be coordinated. 


Special Activities Staff 


CTA against the departing employee. All of this latter catevorv 

were handled by the Special Activities Staff (Sas). It is indicative 

of the maturity of the adverse action system that all but one of these 
cases ended in resignation or retirement in lieu of termination by the 


Vireetor. 


19. The SAD was established in 1957 to regularize the handling 


of this most difficult and sensitive sector of personnel management. 
It operates with [ __tnetuaing the chief and his deputy, a 
third officer who concentrates on clericel and anplicant cases, and 
9 stenotyrpist who records formal hearings and handles a miscellany of 


screening actions on emvlovees beinre considered for external training, 


*Thia firure does not include those recent ermloyees separated for 
securitv or madical reasons. 
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ewards, and career status. There are two secretaries who share the 
maintenance of extensive case records. 

£9. The chie? and deputy chief have headed the SAS from its 
inception and have accumulate’ an impressive “feel” for the do's and 
don't's of managing adverse action cases. SAT is of course a staff 
arm of the Director of Personnel, end in this sensitive area the 
senior command of the Arency is also frequently involved. The Chief 
of SAS considers that line supervisors today show considerable improve- 
ment in thetr handling of difficult personnel cases. Certainly, SAS 
itsel? throuch the vears has rreatly improved its information sources 
and has become far more effective and useful in counselling on case 
wrocedure. SA considers, hovever, that delay on the part of oper-~ 
atins components in surfacing personnel problems to the Office of 
Personne]. continues to be a major source of difficulty in the manage- 
ment of adverse action cases. 

21. The irmortance of prompt and effective resolution of suit- 
ability cages has given rise to three ranel or hoard mechanisms 
desipned to assure coordination of effort between the Offices of 
Personnel, Security, and Medical Services. The Special Activities 
Mtaff represents Personnel. on all three. 

22, The first of these, the Annlicant Review Panel, deals with 


questions of suitability raised during clearance and BOD processing. 
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During TY-1970 the panel reviewed 672 cases and recommended dis~ 
qualification of 273 applicants. 

23, The second of the mechanisms is the Overseas Candidate 
teyiew Panel. Onerating cormonents are required to declare their 
nondinees for overseas assignment thirty days in advance of departure. 
Security, Medical Services, and Personnel eheck their records for 
indications of suitability risk and meet to deliberate on horderline 
erxses. One thousand eight hundred and twelve candidate records were 
processed in "Y-1970, of which 61 received panel evaluation. Seven 
of these ended in disapproval or deferment. 

oh, We ehecked the record of prenature termination of overseas 
assignment in order to form an opinion on the effectiveness of the 
oversens candidate review mechanism. We found that premature returns 
occurred at a rate of atout 109 per year in FY-1970 and that ebout 
one third of these were due to unsuitability. The 1964 inspection 
of the Office of Personnel recommended that a post mortem be prepared 
on each such case with varticular emphasis on the evaluation of the 
nerformance of the supervisors involved. The recommendation was 
seeented and implemented, but we found that the number of post nortems 
yrenared in TY~1979 was down in volume to the point of disappearance. 
SAS pointed out with considerable justice that the documentation in 


each case tended to be incomplete and susnect and that supervisors 
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were extremely sensitive to eriticiam of their handling of delicate 
situations by someone not on the spot. We accede to this view of the 
situation. 

25, The third of the mechanisms is the CIA Personnel Evaluation 
Board. It is composed of the heads of the three DDS offices noted 
above together with appropriate Directorate and Office representatives 
and is invoked to deal with precedent setting issues in adverse action 
situations. It handled 17 cases during FY-1970. Ten of the cases 
were concluded by resignation or retirement. The balance were re- 
solved at least temporarily by warnings » reassignment, or other 
corrective action. 


26. The inspection team reviewed a number of case files in SAS 


seeking to form a judgment on the fundemental fairness of the entire 


system. We were concerned about the employee's means of defending 
his rights and interests during the processing of his case. We wished 
to determine whether the young and immature employee is seriously 
disadvantaged in comparison with the older, better educated employee. 
We looked for evidence on the matter of giving employees a second 
chance and a fresh start in breakdown situations. 

27. Our eventual answer to these questions is that the Agency 
must look to the using component to weigh such matters of equity and 


to provide the employee with a decent chance to prove himself. By 
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the time the case has reached SAS the issue is plainly one of resolving 
the breakdown in the relationship between the employee and the Agency 
as expeditiously as possible. At the adwerse action stage the SAS 
objective is leas a matter of assigning responsibility than one of 
closing out the case promptly and with a minimum of confrontation, 
bitterness, and publicity. We judged thet the performance of GAS 
had been so successful in these regards that there were no grounds 
for advocating major change in the system and procedures. 

28. Having reached this general conclusion, we hasten to add that 
CIA can still do a great deal to improve its performance in handling 
employee suitability problems and that SAS shares the responsibility 
for achieving improvement. First of all we would like to see the 
Psychological Services Staff/OMS do more follow-up studies of suit- 


ebility cases. After all, 141 adverse action cases in FY-1970 


represented 7.5 percent of all separations. There are obviously 


many more cases in the pipeline for eve vone that has moved into the 
i 

terminal stage. All of these employees had some EOD personality 

testing and evaluation. Improvement in the predictive value of 

initial testing would obviously pay rich dividends in reducing pro- 

cessing and management costs. 


29. We advocate in this connection as well as elsewhere in 


this report thet the Director of Personnel pursue a more aggressive 
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course in counselling employees. He should train his career per- 
sonnel officers assigned to operating components to be more sensitive 
to employee career planning problems. We detected on various 
occasions that personnel officers in the operating components were 
supine in their av»roach to employee career interests and to the 
problems of individuals facing possible adverse action on the part 

of Snecial Activities Staff. The employee who has become desperate 
about his inability to change his situation and who needs an inde- 
pendent review of his problems should te able to take his case to 
Personnel, The employee counselling provided todsy by the Personal 
Affairs Branch of the Office of Personnel is concentrated almost 
exclusively on such matters as loan payments and misconduct. Prime 
responsibility for effective handling of each employee rests with the 
immediate supervisor, but there must also be backup mechanisms. In 
the CIA personnel system these seem to be either nonexistent or ex- 
tremely vague in their delineation. 

30. We would like to see the Special Activities Staff, with the 
collaboration of the Office of Medical Services when appropriate, 
communicate its experience and advice to supervisors and personnel 
offleers concerning frequently occurring categories of personnel 


problems. We have in mind aleoholism, voor performance related to 


mental health problems that invite the assistance of the medical staff. 


OAs 
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DEPUTY FOR RECRUITMENT AND PLACEMENT 
q a 
1. This denuty presides over the one unambiguous, logically 
constructed comonent of the Office of Personnel. There are no 


surprises and no special arrangements. Fecruitment and placement 


fre the commonent's only funetions. 


3. The deputy is deenly involved in amassing and analyzing 


we 


summary manpower data in sunport of his front office and of 0/PPB 


and ton management levels in the Agency. 


Reeruitment Division 


h. The Pecruitment Division (RD), one of the three divisions 


under the Deputy for Recruitment and Placement, consists of three 


branches: Pteld Recruitment, Washineton Area Recruitment, and Co- 


and cooperative programs - 1. ‘This is the T/O that the division 
pea?) | eae 
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must meet by 39 June 1971. <A reduction in the field recruiters from 
18 to 12 currently underway will accommlish the cutback. 

5. She division has had a complete turnover of top management 
during the past 16 months. The new division chief (field exnerienced) 
and the new deputy chief (headquarters and field experienced) are ea 
well balanced nanarement team. They are keenly aware of the role the 
reervitment function plays in the Office of Personnel and in the Agency. 
Suecess is measured by the proper flow (numbers) and mix (types) of 
applicants to meet requirements. Durine neriods of Agency expansion. 
wholesale recruitment served the requirements fairly well. A different 
situation exists at present. Reduced ceilings, a sluc¢ish labor market, 
and confrontation problems on eannuses have altered the basic anproach 


to recruitment. 


Mield Peerutting 

4. The field reeruiters are dedicated employees, and they are 
enthusiastic about thelr jobs. The majority of them have put deen 
roots into the regions which they services. ifstorically, the recruiter 
has been treated as a separate breed. The Job has been non-rotational. 


The individual recruiter has come to look upon his area with a feeling 


of possession. A senarate “career service’ for recruiters was estab— 


lished in recornition of this. 
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7. The field recruiting avparatus achieved its present form in 
the early 50's and has continued to overate in about the same war that 
44 dia when first established. However, during recent years Agency 
reauirements have changed, and a number of innovations have been made 
in recruiting whien tend to bypass the field apparatus. In the early 
dava of the JOT vrocram it was believed that this program would supply 
the majority of the Agency's needs for »rofessional people, certainly 
for the tyne of professional that is sufficiently broad sauged to be 
able to move up into senior positions of manarement. In recent years 
it has been our exnerience that many of the best professionals recruited 
directly by DD/S&T, DDI, and even to some degree DDP, although special- 
ined acadenically, are endowed with a potential to grow and to broaden. 
This exnertence has led to tnereasing emphasis on specialized recruiting 
and a larver role of the substantive offices in this activity. 

8, The Office of Personnel has recognized the lessened demand for 
recruits and is now reducing its staff for recruitment of professionals 
fron 18 to 12. This is good manarsement. A growing majority of our 
candidates are exereisine the initiative and apolying to us either by 
aireet correspondence or personal visits to the Washington area recruit- 
ing offlee. The field recruiter is providing a valuable but lessening 
pereentace of the whole. Indeed, in some regions, the activities of 


the field reeruiter are essentially public relations in nature. He is 
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shovrine the flam in a discreet, unobtrusive manner. 

9. A serious question for ultimate resolution by the Director 
of Personnel is the continuation of the present pattern of regional 
field recruiters. The Agency poliey of national representation does 
require the canability of? recruiting from all areas of the country. 
However, the presant low level of reeruiting naturally raises the 
question whether all or at least part of such reeruiting could he 
done more efficientlv and less expensively by TDY from the Washington 
area, 

10. One possible solution which we find attractive under present 
conditions is s compromise between reglonal field recruiting offices 


and TDY. This approach would reduce the number of regions to four or 


five. The major objectives of these individuals would be to maintain 


contact with the universities and colleces of the region and to serve 
as an information point for potential applicants. During the "recruiting 
season,” the in-place personnel would be supplemented by TDY personnel 
from the central office or from various components. The supplementary 
personnel would he selected on the basis of their age, general Agency 
xnowledse, and ability to cormunicate. 

11. The recruiters have for the most pert been in place for long 
periods. Many have grown to middle age or older in their present jobs 


and in their present locations. ‘Some have had no Ageney experience 
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except as recruiters. Their knowledge of the Agency as it is today 
and of the noaitions to be filled is necessarily superficial. A 
serious question conld be asked as to the abliity of these individuals 
to properly renresent the Areney to the college youth of the 79's. We 
see little validity and some immortant penalties in the continuation 
of a separate existence for recruiters. We feel that such an important 
function should be closely integrated with the dynamics of the Agency. 
Recommendation No. 5, 
That the Director of Personnel: 
&. Abolish the senarate “career service" for 
recruiters, consistent with the career needs of those 


recruiters who sre approaching retirement; 


%, View reerniting assignments as rotational 
rather than vernanent in nature; 


c. Assign younger personnel who are in closer 
cormunication with the university novulation to the 
reerniting function on either a TDY or five-year cycle 
rotational hasis; 


d. Conduct a study to determine the feasibility 
of conducting all recruitine on a TDY basia from head- 
quarters; and 

&. Phase this program in such a way that it will 
minimize the hardshins for those loyal and devoted 


recruiters vho have spent their entire Agency lifetime 
in this occupation and who are now approaching retirement. 
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12. The field offices are excellent from the standnoint of srace 
and location. The recruiters are supported bv contract secretaries, 
some of whom are nart-time. The practice has arisen of fixing part- 
time workine hours to the convenience of the secretary. Thus, some 
field recruitment offices liave elected to do without secretarial 
coverace on selected days of the week. ‘These uncovered davs may 
coincide with a field trip by the recruiter. In such instences, the 
offices are eompletely uncovered, and the svplicant who telephones 
receives @ recorded announcement of this fact. If the field offices 
are worth having, they are vorth manning. 

Recormendation No. 6 

That the secretarial hours in all field offices be 
established in such a fashion as to ensure an office 

presence every weekly workday. 

Nashington Area Recruitment. 

13. The Washington Area Recruitment Office (WARO) is the larzest 
and the most diversified of the Agency's recruitment eperations. The 
staff, consisting of three professionals and three clerical employees, 
is located on the rround floor of the Ames Building in Rosslyn. A 
recruiter responsible for field reeruiting in Marvland, Virginia, and 
West Virginia shares the quarters and support arrangements but takes 
her direction from the Field Reeruitment Branch. 


1h. This office handles a hich proportion of applicants who take 
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the initiative to seek out the Agency. Tnceluded among the daily inter- 
view load are students seeking employment advice, visitors from other 
parts of the country, cranks and curiosity seekers, and both pro- 
fessional and clerical spolicants who are serious about obtaining 
employment with CTA. 

15. The VYashineton office is staffed by a veteran crew that 
nerforms in the limelight with poise and efficiency. The possibility 
of disappointment and misunderstanding is always present in the contacts 
with applicants, but the office has an excellent record of avoiding or 
mninimiazine such reaction. 

15. Part of the reason for the effectiveness of this office is 
the vroximity of its staff to its customer offices and to its chain 


of command. ‘Inlike the distant recruitment offices, this staff can 


pick up the phone and clarify a renuitrement or arrange a joint screening 


interview in an hour's time. 


Co-operative Programs 

17. The primary and ultimate objective of the co-op and summer 
intern programs is selective recruitment. Aimed at hard-to-find skills, 
the programs sre restrictive in scone and are nurtured as special pro- 
prams br the Office of Personnel. 

18. The Svecial Assistant for Co-onerative Programs is directly 


responsible to the Denuty for Recruitment and Placement. The present 
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ineumbent is a sunercrade on arsignment until retirement. At that 
time, it is planned to assign the position to the Recruitment Division 


and establish it at a lower grade level. 


Summer Intern Program 


19, The Summer Intern Program, originally started in NPIC and 


TAS in 1954, was expanded in 1967 to inelude other offices in the DDI. 


Tmyhasis was ¢iven to advanced students {n China studies. Proving 
successful, the program was expanded in 1°68 to include students in 
the Middle Fast, Soviet, and Southeast Asta study areas. Durinre the 
past summer (1979) 30 students were selected from some 20 colleres 
and universities and assigned to eight different offices. Plans 
projected over the next five years call for maintaining this program 
at approximately the current level. ‘The search for candidates for 
this program has been handled by the field recruiters. 

20. The success of this program must be judged by the retention 
rate of the students as full-time ermlovees, their desire to return 
for a second or third summer, and the impact they have on building 
the Arency's image on carmus. Of the 20 swmer interns on board in 
1970, nine have accepted full-time employment and ten are planning 
to return in 1971 (six had not vet responded as of January 1971, 
three are unavailable, and two were rejected). This retention and 


returnee rate appears to be most encouraging. These students, mostly 
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at the graduate level, relatively mature, and fully cleared, are 
atforded a uninue opportunity to evaluate the real CIA. From ‘exit” 
interviews end returnees there is strons evidence that this prosram 


is enhancine the Agency's iImace on ecarmus. 


Cooperative “ducation Prorram 

21. Tike the Sumer Intern Program, the co-op program’s ultimate 
sim is selective recruitment. The Office of Comnunications first 
develoned 2 small program in 1962. In the ensuing years, other 
offices Joined tne program until currently there are apnroxinately 
159 co-on students from 17 universities assigned to nine components 
in the Ageney. <A current effort is being made with the administrations 
of five Negro schools to increase the number of Negro co-op students. 


To date onlv two WYerroes have been enlisted in the program. The 


current five-vear projection calls for increasing the number of co-op 


students to opprozimately 150, and continued essociation with about 20 
schools, 

22, Feernitment of co-op students does not involve the field 
recruiters as does the Summer Intern Progran, Arrangements having 
been made between the Areney and the nerticipating schools, actual 
student recruitment is handled by the Special Assistant and members 
o? the CIA ecormonent concerned. Campus visits are involved, but 


contact is direetly with the collere administration (freauently a 
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dean) rather than the Placement Office. The problem of campus 
confrontation does not weigh heavily under these conditions. 

23. Originally concentrated in the physical sciences, the 
program has been expanded to inelude business administration and 
accounting. Consideration is being given by DDS to experimentation 
with students with general arts and science backgrounds. As of late 
December 1970, the following components are involved in the Co-op 


Program: 


2h. The spring of 1970 was the first test of how effectively the 
program was accomplishing its goal of retaining graduating students as 
full-time employees. Of the 22 who graduated, 13 (59 percent) accepted 
full-time jobs with the Agency. Nine will graduate in 1971, all will 
receive offers. It may be significant that those not accepting our 
offer for full-time employment did so for educational or military 
reasons, not because they were taking jobs with industry or other 


parts of the Government. The national average for co-op retention 
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25. One hundred and fifty-two (152) students have been or are 
involved in the co-op program to date. Of these, nine heave vithdrawn, 
four heve been asked to leave by the Arenev, and twenty-two have 
recented full-time employment after graduation (55 percent of those 
praduated). Women revresent ebout 15 percent of the total. 

co. We find the Cooperative Education and Summer Intern Programs 


sound in theory (objectives), well organized, carefully manared, and 


of reasonsble size--current and projected. Thev are excellent vehicles 


for selective reeruitment and very full assessment of candidates for 


vrofessional em loyment. They vrobsbly play a very useful role in 
enhancing the Arenecy's imase on the cammus scene. 

PT. An isportant key to the success of these programs is the 
seriousness witn which line management coorerates with the Office of 
Personnel. Us Pind strons swonert for the programs in the offices 
concerned, narticularly for the co-op program. Several consider it 
the sole or major source of recruitment. We found no evidence of 
nake--vork situations involving these students, they earned their keep, 
and manevcement has heen pleased with the hich quality of the pnaertiecl- 
“ents. 

28. Prompt and full seeurity clearances for students in these 


oracyams is en important inrredient. The Office of Security has 
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coonerated fully with the Office of Personnel. in this reasnect. We 


feel that it is imnortant that this continues unabated. 
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SE eRe 2 


Staff Personnel Division 


33. The Staff Personnel Diviston consists of five branches: the 


Professional Selection Branch, the Professional Placement Sranch, the 
Career Training Personnel Selection Branch, the Clerical Selection 
Sranch and the Correspondence and Applieant Records Branch. The role 
of the division is to assist the operating component in the selection 
of anolicants for employment, do the necessary processing of personnel. 
to enter them on duty to the Agency, and to execute the necessary 
documentation relative to their initial assienment. During the interim 


hetween the filing of an application by the individual and his entrance 
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on to duty, the Agency meinteins contact with the applicant through 
either the Selection Branch or the Correspondence and Applicant 
Records Branch. In addition, the division monitors personnel actions 
subsequent to initial employment and performs the necessary authen- 
tication for the Director of Personnel on actions involving 


reassignments and promotions. 


Selection Branch 

34. The Selection Branch has three officers, including its 
chief. The branch performs three basic functions in processing 
applicants for professional employment in the Agency. It matches 
applicants' skills with known requirements of the various components, 
notifying the personnel officers of the components of the applicant 
files received and the skills of each candidate. The files are 
available for review by the interested components. The branch also 
operates a common access file of applicant folders which is known as 


the Skills Bank. This is available for reference by components for 


placement of personnel. Finally, the branch serves as a reference 


and processing point for applicants who have been selected for employ- 
ment, also notifying unsuccessful applicants of the result of their 
application. 

35. All professional files go first into the Skills Bank unless 
the applicant possesses a specialized skill, such as electrical engin- 


eering, which automatically limits the number of offices interested. 
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In such cases, the files are sent directly to the potentially inter- 
ested offices in order of their apparent need. After the file has 
been available in the bank for seven days, it is retrieved and sent 
to those offices indicating an interest, again in order of relative 
need. If no interest is indicated, the selection officer may judge 
that the skills and talents represented by the applicant should be of 
interent to a cormonent which has not so indicated. In such instances, 
the selection officer will initiate direct nesotiation with that 
component. A rejection letter is sent to the applicant only when 
there is no expression of interest fortheonine from either the Skills 
Rank or direct negotiations. 

36. The selection process is essentially a brokering function. 
The selection officer must be aware on a continuing basis of the needs 
of the various offices of the Agency. The matchine of skills with 
manpover requirements of the various positions involves considerable 
Judgement on the part of the selection officer, in reading betveen the 
lines to ascertain the skill level of the annlicant. 

37. There are three selection officers, ineluding the branch 
chief. As intimated in the preceding discussion, much of the activity 
of the individusl officer is concerned with the physical review and 
forvardinge of files. There should be more face-to-face relationship 


between the selection officers and their customers, the operating 
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! 
officials or the comnonent personnel officers. It is easy for the 
selection officers to become overly concerned with the form and proce.- 
dures of wheat ther sre doing rather than the substance. It is also 
a for their knowledge of comnonent needs to become superficial 
under such clreumstances. 

| Recommendation No. 9 


That the Selection Branch develop a program of 
acheduled visits to onerating components. 


| 38. The nrocessing function consists of advising the anplicant 
I 


of his status, answering his questions, solving his vroblems, and 


making the necessary appointments to complete his processing. This 


is darried on by a sronn of females at the GS-7 level and is con- 


sidered to be a semi-professional task. These individuals demon- 


strate concern, skill, and commitment, they are to be commended. 


3°. Oral communications with the components frequently develop 


additional information on the reasons for rejection or accentance of 


an applicant. Such tidbits and fragments of information can be of 


rreat value to the field recruiter in assessing the votential employ- 


men} of interviewees although, unfortunately, such feedback has been 
limtted in the past. Durine the course of our survey, there has been 
a d¢liberate effort to improve both the quality and quantity of 


information to the field recruiter. The ultimate result of this 
| 
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effort should be to permit more selective recruiting. “Ye encourage 
this effort and recommend its expansion on the grounds that the more 
vertinent information the reerniter has, the better will be his 


nroduect, 


Placement “ranch 


ho. The Professional Placement Branch is the focal point within 


the Offtee of Personnel for the professional employee. The Selection 
Branch is concerned with the individual up until the actual moment of 
eutrance on duty. At this pnoint, he becomes the responsibility of the 
Placement Branch and remains under its cognizance throughout his 
career. Many ermvloyees have no recourse to the services of this 
branch. Others do have considerable referral to the branch. 

hi. The branch consists of a branch chief and three placement 
officers, all at the GS-13 level. “ach of these individuals ts 
resnonsible for one Agency directorate. Their duties include coun- 
selline, errancing trensfers, monitoring the career service rade 
averages, and authenticating all nersonnel actions initiated by the 
commonents. In addition, during the course of this survey, respon 
sibility for conduct of the »re-exit interview was transferred from 
Personal Affairs Branch of Benefits and Services Division to this 
branch. The branch also conducts follow—un interviews on new emmlovyees 


on tue occasion of their initial fitness revort. Thus, the placement 
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officers are in 8 food position to keen their fingers on the pulse of 
the Aveney professionel employees. They can verform a valuable service 
to ton manaczement from this vantage point in terms of recognizing 
tronds, attitudes, and incivient problems. 


he, One of the princival purnoses of follow-uo interviews is to 


identify employee attitudes toward the Agency. An interview late in’ 


the first vear is certainly useful in identifying those individuals 

who are either fully satisfied with their vosition or who are completely 
dissatisfied. We believe it is of legs value in determining more 

subtle sanects of the individual's relationshin to the Agency, because 
of lirtted emnlovee exposure durine the first year to many aspects of 
feeney life. An interview prorran at the end of the third year of 
enmlormment would, we think, develop additional and deener insishts 

into employee adjustment patterns comlenmentary to those obtainable 

from the present procran. We suezest that the Director of Personnel 
investigate such an augmented interview vrarram on a sample basis. 

43. As with the selection officers, there has been a marked ten~ 
deney for the vlacement officer to let the business come to him. While 
they heave not heen as passive as the selection officers, greater face- 
to-face contact with the commonents being serviced would he valuable. 
Likewise, these professionel placement officers are not in a position 


to devote an much time to the individual as ve think is desirable. 
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There are two imuedinents to the full exvloitation of these inter~ 
views: one is manpower and the other vorxload. There are only three 


placenent officers actively engaged in supporting the four directorates. 


Thiiea means responsibility for) - —- -_.[prazeasioust employees ber 


niacenent officer. This retio does not permit the careful and thorough 
ettention that the function deserves. In addition, the task of authen- 
tieating all personnel actions consumes about one third of each 


officer's work-year. 


Career Training Personnel Selection Srench 

4h. This two-man outpost of the Office of Personnel works closely 
with the CT Proeram Staff in OTR. It is sedoonsthie for procedural 
aspects of initial selection prior to TOD and for maintenance of 
nersonnel records of CTs during training. The Program Staff, on the 
other hand, is echerged with responsibility for final selection and 
career manaremert of the trainee in the true sense of the word. It is 
staffed with veteran officers from the directorates who occupy OTR 
sliota on tyvo-year agsignments. 

hs, ‘Mth the cutback of the Cl Program in February of 1971 


to tuo classes of 25 each ner vear, both of these support units have 


hee adjusting to reduced vorbload. 
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Clerical Staffing 
46. The Agency's system for processing and placing incoming 


clerical employees is being managed by recently appointed officers 

at branch as well as division level. Under the stimulus of their 
fresh viewpoints all aspects of the system are being thoroughly 
re-examined. The presence of a veteran ataff combined with the new 
leadership augure well for this program for the next few years. The 
benefits of change are already visible at many points and constitute 
strong endorsement for extension of the practices of (1) exposing 
rising managers to a broad mix of personnel operations, and (2) making 
frequent enough changes in command 4n each component to reduce the 
effects of habit and loss of innovative apirit. 

47. The Clericel Assignment Branch has @ ~/O of 11 and is 
budgeted for an average employment (AE) in rr-isti| __ |neontng 
clerical employees in itsl~~~Ss—S—~—~C=~di‘ Stic {_]. This 
arrangement has given rise over the years to a variety of staffing 
accommodations ranging from the assignment to this section of exper- 


4enced Agency secretaries who are then placed on detached duty at the 


White House and National Security Counefl--currently nine in number~-- 


to the augmentation of the section staff ostensibly to cope with peak 
workload but sometimes stretching out into quasi-permanent assignments. 


The latter seemed to us to be disadvantageous to new employees who 
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thereby miss out on the opportunities for growth and advancement that 


accompany jobs in the operating cempenents. We urge that these assign- 
ments be short term in pattern. . 

48. CIA in FY-1970 received application forms from approximately 
3,000 clerical candidates. The following statistics give the picture 
of a fairly representative set of results. The Clerical Assignment 
Branch rejected nearly 800 of these on the strength of the paper 
evidence alone and initiated full field security investizations on 
the balance of 2,200. The findings from field investigations plus 


loss of interest on the part of applicants eliminated these candidates 


which total combined with disqualifications 
security clearance further illustrates the gamut of uncertainties 
encountered in finding and acquiring acceptable new eclericals. 


ho, The machinery that has been developed to perform clerical 
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staffing in CIA is elaborate and costly, and its functions amd manage~ 


ment control are rather widely degentralized among four major 
components of the DDS~-Seetrity, ‘‘edical Services, Training, and the 
Office of Personnel. The problems associated with clerical procure- 
ment appeared to us to fall among the more intractable in the field 
of Azency personnel management. Virtually every problem ve encountered 
here had been debated reneatedly through the years, yet was giving the 
Agceney trouble and proving resistant to solution at the present time. 
These problems concerned recruiting and selection, clearance pro~ 
cedures, testing, housing for new arrivals, skills deficiencies, 
disqualification rates among vrovisionally cleared employees, idle- 
ness and boredom in|} interior decoration of work areas, and high 


attrition rates among clerical employees. 


Recruitment of Clericals 

59. The recruitment effort starts with Agency participation in 
a particularly disorderly labor market. A majority of clerical can- 
@idates are under 20 years of are and are entering the market for the 
first time. The availability of candidates shows some but not ea 
dominent seasonal pattern tied to rraduation dates from high schools 
and other training organizations. Typing and shorthand skills are 
usually untried, often rusty, and many times deficient for lack of 


avtitude. Skills testing performed in the field under other than 
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51. The experienced recrutéer can detect a wide variety of 
disauelifyinr conditions among clerical candidates, but he is also, 
ve are cure, made more tolerant in his appraisals of applicants and 
reassured ty the knowledge that intensive security and medical in- 
vestigations plus careful skills testing will follow his recommendation 
that processing of an applicant be initiated. There are other factors 


disnosing him towards tolerance. One of the most important is the 


state of the market. If the large corporations and the medical and 


lepal professions, for example, are hiring clerks at age 17, then the 
Agency must do likewise or suffer the consequences. Another ingred-~ 
jent is the understandakle desire of the recruiter to maintain and 
improve his recruitment score. A third consideration, and one in 
which we were perticularly interested, was a lack of "feel" in the 
recruiter for current headquarters operating needs. This sense of 
reality about clerical matters should derive in part from a recruiter's 
personal vork experience at headquarters, and we have indicated else~ 
where that we think that the current generation of reeruiters outside 
the Washineton area is distinctly short on such headquarters condition- 
ing. We also believe that recruiters should be provided fuller 
information on disqualification and attrition patterns smong clerical 


reeruits. ‘The Clerical Assignment Branch and the Applicant Review 
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Panel acauire ea large volune of extremely sienificant information 
ehout anvlteants and elerical emplovees who fail in Ageney Johs, 
but by and lerge very little of this gets to the reeruiter beyond 
sammary information on cancellations among his own applicants. ‘We 
think that more analysis and communication of findings on this sub- 
Sect would be well worth the investment. After all, we are dis- 
aualifvine one helf of the apnliecants ve process, and the cost of 
full vrocessing is estimated to fall very roughly in the range of 
“009 ner anolicant. 

52. We talked to many peorle about further measures that might 
be auplied to reduce the Agency's disqualification and attrition rates. 
Ye identified several vractices that we vould like to see anplied. 

The first is increased use of the pre-employment medical examination. 
We think that the Ageney should contract for examination services in 
key cities and nay the exnenses of anplicant travel to such examination 
points. This would entail some increase in operating expenses, but 
here would he many commensationsa. There are severe nsychic costs to 
the individusl applicant when, due to medical problems during the post- 
ROD examination, he or she is held in the[__]pool for four months or 
more without exvlanation and lone after most HOD companions have been 
assizned. Secondly, we believe thot clerical reeruitment should be 
concentrated on the East Coast and that it should be performed by 


reernuiters on TOY trins from headquarters. The excellent record of 
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tha Vaecinekon Area Recruitment Office located in Porwisn suggests 
thet there is a sharp cain in dicecrimination with increased awareness 
yaa 'feeal' for headquarters oroblems. “e think the system ought to 
ver more attention to the annlieant's hich school performance record. 
Seeauce of the inherent limitettons fin all such indicators, we vould 
experiment end sanmle here rather than aiming at full coverase of 
transerivts. Certainly hi¢h school transerints should be requested 

in all cases of reasonable doubt. The correlation between hich school 
record ani successful clerical performance is little understood at the 
vresent time, and we ourht to determine what it is and hoy ve might be 


maicded by it. 


Processing Problems 
53. The CAB managenent now aims to orocess clerical employees 
throuch the system in six weeks or less in contrast to the 1979 
averare of sunroximately ten weeks. Individuals who ZOD with full 
gecurity clearance, pre-employment vedical examination, and acceptable 
tynine seores, vill often clear the system in three veeks. Candidates 


hroucht into[ | on provisional clearances are at the mercy of many 


varinbles and may well spend three or four months in processing. 


Si, “Ye found that field security investigations continue to he 
very tine conctuming, hut we made no detailed investigation of the 


reraons behind the present situation. In a large sample of 1979 


hon. 


EOE RoR 


Approved For Release 2003/04/29 : CIA-RDP84-00780R004000100026-1 


Approved For Release 2003/04/29 : CIA-RDP84-00780R004000100026-1 


processing experience we found that 281 or just over 40 percent of 
693 elerical applicants put in process between 1 January and 
31 August 1970 required more than 120 days of security processing. 

55. In the case of medical processing we found that OMS has 
traditionally insisted on performing physical examinations at head- 
quarters. Given this policy and the maintenance of only enough 
doctors on contract to perform 2h examinations per day, it developed 
that EOD rates for clerical employees, professionals, and employees 
processing for overseas were regularly overloading the system during 
peak periods and delaying many clerical physical examinations until the 
third week of processing. It appeared to us that only a minority of 
these delayed cases could hope to clear the system in six weeks. We 
have already commented that pre-employment medical examinations would 
reduce workload on the entire clearance system, and it is evident that 


such @ policy would shorten processing time through |__|. To the extent 


that pre-employment physicals prove infeasible, we recommend that OMS 


build up its roster of contract physicians to guarantee first week 


examinations for EOD clericals. 


Housing of Clerical Employees 


56. The clerical employee in need of housing accommodations is 


referred by the Clerical Assignment Branch to the men's and women’s 
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D.C. Prarstent rates are $O9 ner month and 36.50 per day for shorter 
periods, The ermloyee, particularly if under 21 years of age, is 
cexcht in a veb of uncertainties that tie him ee 25X1 
hig vill, and we found virtually unanimous and often intense dislik 

of these facilities among the present and former residents to whom ve 
talked. If the individual's clearance is slow in coming through he 

is in no position to commit himself to the leasing of an anertment for 
fear of disqualification. Most apartment managements will not lease 

to ground of employees that do not include one legal adult. Ail of 
the clerical employees we interviewed vere emphatic that an employee 
eannot live alone in Vashineton, BD. C., in the present period on a as-h 


sslary. Under these constraints the individual must almost inevitably 


react with risinre irritation for real or fancied 25X11 


poor services, noise, drab surroundines, and cockroaches. We think 


thet the Office of Personnel should show inereased concern for its 


clerical emoloyces [ investigating complaints and 


ment. We could find no alternative solution to this housing problem ert 
thet did not seem to promise even more undesirable complications. 

farlier Ameney excerlence with clerical housing has proved beyond a 

doubt that serreration of the sexes 13 escential. This is the prin- 


cipal advantare of the present arranvement. Some Arency personnel 


Approved For Release 2003/04/29 : CIA-RDP84-00780R004000100026-1 


Approved For Release 2003/04/29 : CIA-RDP84-00780R004000100026-1 


ever the vears heve advocated Arency owned and managed transient 
nousine, but eoever nreblems smonr others have thus far ruled it out. 
a a to be the best solution available at the vresent 
time. Its unsetiafactorvy asneets could be even further mininized by 


shortened TOD processing time. 


Mork Patterns in{ | 

57. Atter the third or fourth week in oreecessing, the clerical 
candidate will heve completed all scheduled activities and must now 
settle in to a study ani work routine while awaiting security and 
medical findines. If the employee has failed to pass typing or 
suorthard tests, he or she will spend a major nortion of each day 
vrecticine for ratesting. Allowing liberal amounts of time for these 
purvoses, for recreation, reading, and socialigine, there is still a 
substantial vroble: vith boredom and restlessness. During one week 
in Sentemher ue noted that 100 veonle available for vork assiscaments 
lorred S44 hours of oroject work and classroom activities. This left 
something over 3,090 hours of the work week for practice of skills and 
unscheduled activities. “Ye would like to see the Office of Personnel 
ecanves all. cornonents of the Agency at least once annually for un-~- 


classified work to be nerforned at the[__ | We suspect thet parties 


of salected| | clericals could ne mede available for escorted work 


asolennents at Lensley, e.f., in CIA Lihrary, without undue risk. 
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58. We supsest that Staff Personnel Division enlist the assistonce 
ef axeronriate individuals in OTR and in CRE (erevhics, library) to I 
yilen and introduce edditional treining and recreation facilities. 


Lansueace Ishorsatory enuinnert, a vrorram of films, eurrent books and 


voriodicals src obvious aandidates for improving the vresent situation. 


[ sd Bretton rottitions 


5°. Snace ic tae Amas Sulldine devoted to clerical vrocessing 
setivities is senernlly adeduate. It is utilized to canacity in the 


nesh periods of soring and fell. We did find the facilities nainfully 


functional and drat. Thies combined vith lengetiry clearance times, lack 


of interesting work, and the accomodation problems fe 25X11 


led us to the conclusion that the Areney ourht to make a greater effort 
to ereate a favorable initial imnression of itself anone se larce and 
50 yams a secmant of its covlovees, We stronely recommend that the 
Lice of Personnel secure the services of an interior decorator con- 


rabtant and snend a modest sun in imoroving the avynpearance and appeal 


or [ } 


Placement ana. Utilization of Clerical Employees 
“9. Gore nersonnel officers with whom ve talked armued. for the 
richt to intervier and rejeet nev clerical emmloyees. We feel certein 
thst the orectice would prove totally impractical. Tae Clerical Assign-- 


nent Branel: should continue to assicn employees on the basis of euideline 
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reauirenerts ?roa operating components concerning the personalities, 
aomenrences, and stills required in porticuler assigrmente. There 
were enourh complaints, however. from nersonnel officers ond from 
rienced senior clerical employees with whom we talked concernins 
~ustupity and poor motivation in clerical ermlovees to susrest to 
nS tie’ viroroun acy efforts are needed to reduce these problens. 

OP venources have not permitted follow-un interviewing of 
clerical exnlovees toward the end of thelr annrenticeshins in Arenecy 
joos. Stat? Personnel Diviston plans to inaucurate such en iater- 
vieving prorram iw the near future, and thts should yield many 
yenefite ineludine sharvening up the assiomment vrocess. 

f8, Ve think that underemploment of clerical employees could 
be more exolieitily identified and reduced thronch more comnrehensive 
job auditine by OP's Vanasenent and Comensation Division. Ve have 
reeounended such s ~rogram in ovr Glseusston of that eommonent. 

63. A measure that deserves serious consideration at this state 
o? the Arener's exneriance is an Ageney-vide clerical enreer aerviece. 
et 


wa would concentrate on developine its canabllities in placement, 


casnignment, and counseiline of emnlovees,and we Judge from many 


Sevoredle comments on the nerformanee of the clerical nanel in OPSUR/DDP 


that the hasis for such a career service already exists. We would 


iastitute 9 clericel vacancy notice system throurhout the Azeney and 
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oromise thet under uorral elreunstaaces vacant eleriesl jobs vould 
pe advertised tocather vith a statewant of reyulred quelifications, 
ané that ell Arnone clerical emloyees vould be cusranteed the rirht 
to anniv oxeent in certain situations sueh as short tenure, very 
vrief Job experience, or saturation of apvlicants Cor popular jobs. 
suc ventilation of the internal Areney clerical job 

nerket vas broucht home to us in man clerical interviews. 
to typists ond secretaries who were bitter avout being tranped in 
their nrasent essienments and vho felt unable or afraid to take any 
meoningtel action for channe. “Ye talked to others who hed recently 
eiraneed gobs but only beeause they hed learned of the opnortunities 
Shrouch ecreneyine channels. Almost without excertion these neaple 
endorsed the iden of vacancy notices (already ermioved in some 
eomonents ef CTA) while being renlistie about their limitations. 
The nesting of vacancy notices at anprooriate locations in support 
officer end in the O2fice of Personmel vould also afford Logical 
onnortunity to offer counselling services. 
in Giseussing win career aspirations and problems should be assured 
on duterviey with en exnerienced and disinterested representative of 
the Offiee of Personnel. 

6h, is Ageney-wide service would also provide using components 


with e wider selection of candidetes for onen positions. There is 


isn] 
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ample evidence upon which to bulld a case against the degree of 
compertmentation that now obtains. A high percentage of secretaries 
throughout the Agency, including the CS, are married and cannot 
serve overseas. Others are prevented from doing so because of poor 
health or because they are tired of such service. As a consequence, 
many important overseas positions are filled by assigning inexper- 
ienced young ladies, recently hired. 
65. In summary, the prime objectives here are: 
a. to provide clerical employees with straight-— 
forward complete information on job opportunities, 
b. to give each clerical employee the knowledge 
and confidence that she can exercise personal initiative 
without penalty, and privately if she chooses, to inves~ 
tigate job opportunities and to pursue changes in career 
interest. 
e. to provide the best qualified person to the using 


component. 


Management of the Agency's Clerical Processing Program 


66. . We expressed our appreciation at the beginning of this section 


for the style of management now visible in the Staff Personnel Division 
of the Office of Personnel. While noting the wide dispersion of clerical 


processing functions and control in the four DDS offices concerned, the 
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wdéitional measures ve have recommended add un not to e reolionnent 
and soncentretion of asbhoritey iat rether to Increased emvhasis on 
coryimaiecation, Feedheck, and stroncver leedershin on the sert of the 
fee of Personnel. Staff Parsonnel Diviaton must set the race snd 
reise em and all fosves with the other DDS eernonents that oronise 
fuster nrocesuing and more considerato treatnont of elerical employe 
entering on dutr. A$ clerieeal wonaccinent council may be needed or at 
least the formation of inberotfice tas: forces from time to time to 
system and make reeomentations for ite 


Surther innrovenest. 


Nagomoendation | Mo. 10 


reer) 


ee reeter of “Medical Services adopt a nolier 
dical exerinations for clerics] arniteants. 


wesenmendeéion To. LL 
thiol the Gireetor of Personnal: 


a. Concentrate lis efforte in reervuitnent of 
clerieal emmloyees on the East Coast and raly to the 
maxima extent nossible on use of recruiters on TDY 
trins Troa heedquarters 5 


i. Sample biech eehool transerint records of 
Glories] acplicants on ea suffietently large end cen- 


tinuine basis to dotersine their utility in 2 orecaatine 
aecentebi lity of clericel anmliennts: 


e. Canvas all commonentc of the Arency annualiy 


for unelassified works to be performed br clerical, 
ammlicants in process nt 


ie 
eee Con 
Approved For Release 2003/04/29 : CIA-RDP84-00780R004000100026-1 


Approved For Release 2003/04/29 : CIA-RDP84-00780R004000100026-1 


CG. Ceol: alse ional advice in plannins and 
irmlenontine improvesent in the decor of the [> =.!| 


Recommendation Fo. 1? 


Sot the Diveetor of Central Intellivence concentrate 
vader nis Director of Personnel resnonsibility for carscer 
manaronont of clerical emplovees, includlar secreteries , 
typists, end file clerkas encomassing agticnment, vrometion, 
end enunselling of indivi duel erployeen; amploying reculer 
advertisement of job vaeaneies and the qualifieations 
rouuired of annlicants no gevire to FLLL tiem, and ineludine 
yesnonshbility to oversee, to counsel, and to assist elerienl 


ermnicvees in obtainine trai vine and in anolying for »ra~ 
feastional assignments. 


Corresnondence and, Aveldcant Records Branch. SP) 


® 67. oe Corresnondence and Apolicant Records Brench (CES) of 


Sta2f Paysonnel. Division (SPL) provides the routine, but hirsiy 
arr, day-to-day support to annlicant processine onerations. 
Staffed and cunervised entirely by vouen, the CRA has a 7/0 of 13 
nt the wrosent time. Tho vrimary fumetions of the brench pre: (1) 
craurins syoronriate action on ineominz applicent letters, (2) wre 
noring the nroner corresvondence, and (3) establishing ammropriate 
ayplierat files. fn rerfornine their assisned resvonsibilities, the 
brane? vorks elosely with the Reeruitment Division and the Professional 
StetPing branches of the Stat? Personnel Division. 


Selection and @lerical | 


Ta netivity ipvelves the preneration of more than 39,0090 letters ser 


yoar. of uhich anproximetely 20 percent require srecial tendliag; that 


ScRCRE®? 
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is, a unique letter is prepared rather than a selection of one of the 
many form letters available. 

68. A somewhat complicated, but efficient, applicant-record file 
system controls the applicant file during the entire processing pro- 
eedure. If the applicant does EOD, an official personnel file is 
established elsewhere in OP and the interim file is eventually des~ 
troyed. The interim files on all applicants who do not EOD, for 
whatever reason, are coded by the branch personnel and sent to RID. 
The coded information results in a machine print-out of personal names 
and pertinent related data. Copies of the print-out are held by RID 
and a copy is returned to CRB for name check purposes. The hard 


copies of these files are microfilmed at the end of three years prior 


to destruction, but the file remains under the control of RID. 


69. CRB supervisors were concerned at the time of our survey 
with the size of the name check file. The file had grown to over 
125,000 names (an accumlation since 1950) and was time consuming 
and unwieldy to use. Checking for possible previous contacts with 
applicants over a 20-year period was netting minimum results. Finally, 
& decision was made to restrict the name check to a two-year coverage 
consisting of approximately 30,000 names, 

70. At the present time, the CRB handles all correspondence 
involving professional applicants. Other than an initial acknowledge~ 


ment letter, however, the Clerical Staffing Branch handles all sub- 


~ 59 - 


SECRET 
Approved For Release 2003/04/29 : CIA-RDP84-00780R004000100026-1 


Approved For Release 2003/04/29 : CIA-RDP84-00780R004000100026-1 


sevens corresvontence with clorieal annlicents. We quostioned the 
lorie aad effielonevy of this division of Lebor in the Stef? Personnel 
Myviston. Owleinelly centralized in one unit, It vas uenerated some 
oltht years aco during 2 roriod when the Aseney vas heavily involved 
t1oe clerks, ine@ludine e high percentare on provisionel 
Tas recently eonninted CateP, SPD, also has questioned 
deen made to transfer the clerical 
corresponience activity to CNB. Cer iging this activity will orohably 
imerease efflieteney of sinerations although comaunicetion betveen dis- 
vorredé units vill bear vetehine. 
7i. Overell, ve found the breneh tinhtly sunorvised with ren- 


ersll’ soo rerele. There was evidence of Lack of adeounte conrmun- 


feahion: ur the line, but this veg ranidly bolne immroved. 


of the beaneh, while easicned for meny voars te this vosition, is 
still vors aetive and constantly alert to ney ideas and tether vave 
of sepromrine tha asstiened duties. 

enie? and denuby ehLlef, alens with their chetf, are 
nerformming an irmortent function in the Offlea of Pernesnel fand 
Avemey). Their offorts neve a direct beertme on the Agenev's oblic 
taase. melinens and seeurney of correspondence with eny and all 
pobtentiol ennlicents is mest imnortent. No vere pleased to find thet 


not infrecunently epplicants mentioned thin ?aect while at headsuarters 
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for intearvicyn end testing. At all levols within the branch, 
we nore dnvressed vy eaen individual's awareness of thie roel. 


a food sho. 


Approved For Release 2003/04/29 : CIA-RDP84-00780R004000100026-1 


Approved For Release 2003/04/29 : CIA-RDP84-00780R004000100026-1 


DEPREY TOR PLAYS AUD COMTROL 


lL. Thore era srowved under this denuty all of the tasic 


Mmnesions hayine to da with nosition wmanamerent in CTA. 
dneluda the deTinition of Individual jehe and of the stat fine 
etruchires of qoerating commonents, true mainterence of the Accney 
rocorda of nonitianc and anno rea asuienments. and, Sineliv, the 
production of the varied rosters ond statistical data on wiieh sume 
vicorst end nlannersc tase their delly deelsions in nversonnel eadmin-- 
Also attached here for reason of bistorical secldent 
ere oe Plans Steff and a Neview Staf?, neh is very sriall and con. 
eerned, for tae most vart with studies Tevind unon the Office of 


Perrounel from cheve. 


The Latter is made un of three branches of onmroxivately 
ecual size hoadiine (1) cualifieations analysis, (2) 


branssetions and reeords. 


Sue Plans end Review Staffs, 


3. The Plans Staff had been preoceusiad for the past yeer with 


o study of the nrofessionel manrover situation --C8-12 and ahove-~ 


: De A Be We TS 
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faclar the Arency in the 1¢7%s. 3 ewbuinated at the end of the 


5 oy. 


verr 4na geples of bricfines of Agener senior management and of the 
of carcer corvieces on profiected retirement and otier attri- 
Impact on vromotien ormnerturnities for 
youncer emlorecs. The caraer serviees vere heine asked in turn durins 
eariy 1971 te trenslate these ceneral Tindines into orojections of 
oremotion potential for each of their emmlayees and te plea anprovriats 
in their reerultment and career management nolieles. Other 
esaiennents eve included attitude survevs amonz 
wer gunlovees and other eatecories of rouns professionals, oval-- 
wuotion of STPS autonation pronosals Por OP, and detailed studiss of 


« 


mmloree realen wette on rotterns. In ite PY 72-77 vrosram call the Ctatr 
was beine omlented toward study of Long-ranrce functional, ormenisetiousal. 
and teennolozies hance facing the Acenevy and the immilications 
ehanve for its manerement of dis sersonnel. 

k, Ueenine the Aseney's norsonnel regulations un to date has been 
the orivelnel rossonasibility of the Reviey Staff. During the next few 
years tha Staff ororneses to perform studies of Areney personnel nolietes 


anc pracesses with emmhasia on the evaluation of their current ofiective- 
in eonmneriacn with their origiael objectives, The Plans Staff, br 
contrest, whlk focus on fhe lone-reace future, Tt amneared to us that 


ne Adolinaation of the vor * the tee staffs would vrove to ba a pratt. 
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ums ee Taiy, and that oroeject assicanent rater than sacelalization 
in varticular Pields cP cernonnel sdmninistretian will eheracteri so the 
nse OF tre tere veatts» 

S. When andohes vill these statf’s vreduen their majer dmmact fa 
tha Pirliwe? Corhainly not in day-to-day conduet of business. Amr 
cuestion Crom a senior manacer of the Arency concerning suen netters 
ao potivrerent, goatractins, or lvourance will tnevitebly De dLreetcd 

and, siniiarly, ineinient problew in aur meiven 
id ere ratum te he recomised end analysel first at the erase roots 
of Cgeotecday onarations., seldoa by a Plans ‘taff. 
snecialisetion, hovever, do not vreelude the 
of aveten deaten throughont the oP eormnoncnts , 
not vrevent collehoration son: cermonents on nroblens that renuire 
piety of ohtlis fer eolutien. "le vero tmoressed, for exsarmlic, 
with the seeewwlistnents and the cuslity of the exnerhisa in nersonnel 
adrinistrvetion matters thet had been eassed amonr the CF careerists 
After the MIPS plan heennes onerationel, this 
ennorticn should be returned to the 0ffiea of Personnel to vorlk. on 
evolvinz operstional oroevlems, We slso noted Guring the Inarection 
tho eximtenee in many OP shown of nronlens concerning Serms, files, 


worl fle, and the acquisition of of flee equloment. The Offiee of 


Yersonael should maintain soue centralized cxnertise in these flelds, 


ohge 


if only to ensure thet lively contact ic rainteined with the many 


ee ow Tt a neeat | 
Sno Ry 
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other nerts of the Sseney where ureful knowledsce and exmerleace are 
poine seaumtred. 

%. Suenine te Areney-vide nernonnol pleaunine needs, it seemed to 
wo thet the Mreetor of Porsnonnel and his Mlens Staff needed to eatal 
Itech cod meintein a livelier contact vith tha manacers of. speratine 
eermponeats concerning taeir plenning weeds ond interests tn the ficld 
ve hercomnel ndninistration. it of snueh eontacts should core nore 
eollovoration enc joint exnerimentation on laterface rrablens. none 

vould elte, for exemnle, anelvzine the roles and 
tue effectiveness of versounel of ft cers. evolving hetter 
teebnioues in emnloves counselling by line manacers and nersonnel 
Letudten of the aualitv of eamloree verformance in relation 
to nredietive tests and nlacement poliey. “'e heave vreviously noted that 
tho Director of Porsannel dees not nursue on ansressive nolicy of 


exmeriar, nuhlietsineg, and oronotiar standards for the Pundamental 


“rocorses of career manacesent cormon to all of the Amency's carcer 


. have not proposed increased onliee nowers for the Director 


f Paernonnel over the fAeency’s career services because we agree that 
the oneveting srnnceanants with their intimate knowledre of qualitr st 
nerfornance of individual exoloyeas must have final sar in assiennent 


oni promotion decision?. “Ye am belleve, hovever, that CTA's career 
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service management policy should be more onen and visible to its 
employees and that the Director of Personnel and his Plans Staff 
ara the logical instruments for vromotine and ccordinatins the 
noeeasary studies and vrosrams. 

9. In sum, the Director of Personnel needs in his mm office 
8 better defined andi more versatile cavabi lity to deal with e wide 
rence of anestions, Internally, these heve to do with system, 


method, eavipment, and fortheoning articulation with SIPS auto- 


mation. Externally, they center on innovative relationship with the 


overstine cormonents and career service manacenents of the Agency. 


objectives ean be best served through a Planning ond Grstems 
consolidating the canabilities of the three existing comnonents---- 
Staff, Reviow Staff, SIPS Systems Staff (nersonnel).-and adding 
nev? skills relating to equipment and work methods. The new staf? 
should use small task forces that draw on aporenriate skilis from 
onorating cormonents. Project objectives should be explicit and 
linited. Desadlinen should be short. There should be rotation of 
personnel on a tve to four year schedule for most staff vositions. 
The sine of the steff should be held to about the present level of 
ten to twelve people. 
Recormendation No, 13 
That the Director of Personnel asnemble his Plens and 
Review Staffs and hic SIPS systems nersonnel, when available, 


inte a consolidated Flanninz and Systems Staff attached to 
his immediste offiee. 


ie 


’ 


at Gi 


Aon eR 
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Control Division 
10. The Control Division has a Statistical Reporting Branch, 

2 Trangeetions and Records Branch, and a Suslifications Analysia 
feorrantiically, this division has been one of the contin- 


nine vietins of decentralization. In February 1971 the division, 


ons and Recorda Branch, was moved once more, thie time 


Iviston has been used as an areca for placine nroblen 
emlorces. Tar neture of the work ic mundane and repetitious ; 
imopeinaibion and inittative are not recutred. Yet the serviee ner- 
formed by the Civision is irmortant. It provides the stetistical 
resorting which suprorts the control mechanisms of the Arency. It 
clso oserates the File Room end associated sections, which permit 
ready aceess to basic data on emloyees. 

12. The Sualifications Analysis Branch is charged with tivo mon 
funetions. me is to make and then undate the biorranhical profile 
for each emrlovec. The seeond fumetion is to ecde the sualifications 
of osch emmloyee for machine retrieval. wel 
Beetion is cemletely etaffed by female ataff emplovees and sunple- 
mental hy tvo contract emniovyees. They extract information from 
versonnel Piles. Vorst of the ermloyees seem contented, although there 


ig somo eviconea of restiveress relative to the supervisor. Sererall:, 
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however, there is an atmosphere of just getting the job done. Recently, 


the career management office has deliberately sought to introduce young 
employees into this section. 

13. me[ «Section consists of two staff 
employees whose work is supplemented by five retired annuitants on 
contract. The task is to convert the qualifications expressed ver- 
bally on a form into a code which can be used in machine searches 
for particuler skills. All career services are provided on & regular 
basis with machine listings showing the academic degrees and language 
skills recorded for their career employees. The Clandestine Service 
codes the skills of its employees independently. The other director~ 
ates of the Agency request machine-assisted skill searches at the rate 


of about 60 per year. 


The office of the Chief, Transactions and Records Branch, is 
occupied by three individuels: the branch chief, deputy branch chief, 
and secretary. This front office is a working office in the sense 
that each individual has projects which are not related to the super- 
visory role. The office of the Chief, TRB, is used extensively by 
the Director of Personnel to provide various studies on specialized 


categories of personnel. 


eR: xe 
BECRET 
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15. The fob of the branch chie? is a challengrinr one which 
~rovices an onnertunity for a young officer te test himself in « 
variety of manarenent, situations. The current inewrhent hes been 
on the job for ahout three veers. This is yrebably too lone for an 

indivicual to atay in this job. While there are educational asrects, 
tae eccressive individuel vill soon hove reached the limits of ex- 
ner.ence thet he ean cain on the job. Fron that notint on, the 
roitine seture of the task tends to cause ea deterioration of perform 


snes and moy atultisy the crowth of the voune officer. Ih is surrested 


tack ea rotational evele of shout tyvo yeara is suitable for this nosition. 


Tuck 9, time frame should serve to enhance the individual and assure a 
fresh outloos: on the funetions of the joh. 
if. She Pile Roon is adequately deseribed by ite title. Tt te 

# large onen spaca filled with the Offtetal Parsonnel Files of the 

untf aomvlovess of tie Ageney. It is a beehive of activity with a 
constent movemant of files to other elements of the Areney and daily 
rocourrs to the files for the nurnose of adding material. It is ironte 
that vhen e Tilo is retired to the Records Center it must be carefully 
sereencd in order to ensure that only necessery material is transported. 


Certainly, 1u vould seen avurepriote and lozical to do this sereenine 


et tha tine thet the materlal is placed in the file. <A oredeteraination 


of essentiel veeords should be made and should take into aecount the 


- GF 


HBCR ET 
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ultimate need *°er Peenrds Center disvoseal. 
Tug Mile Poon is staffed vith women. The supervisor slots 
tro lonre-time emoloyees. There is no onnortunity for 
promotion for the lover levels. "Employees transfer from the Pile Noon 
a3 soon of they “eel thev have served aun annronriate stint. This turn~- 
ovay setves a reod purnose. The File Roos serves aa a noint of entry 
for elerieal neraonnel., who learn a presat deal shout the mechanics of 
che oneration of the office. They nove on before they become dis- 
ARebiated or dissatisfied. The worale of the Pile Reon is surnrisingly 
sood. Is asy bo attributed to the trre of simervision, the fresh ideas. 
end tho yeuth of the majority of the members. 
o, Sho Offielnal Personnel Files renresent the leral documentatior 
of an individuels career with the Acancy. They ere irmortent and sen- 
We found to our surprise thet the files are only 
swmortietaliy controlled. The single control within the Central Tile 
Soon te 2 errd ¢ am which identifies the oftice which has recuested 
a file. Vhen the Central Tile Room forverds files to 9s rewuester, 1¢ 
dees not edviae which filec have been forwarded, The renuester does 
nos notify which files have been received and ere in ita nessesaion. 
transfers of the file to other offices may or mer not he 


o the Central “ile Room. Thus, the only assured control 


mechanion in the ecard identifving recuester., There in no certain way 


oO ascertain if files ara lost en rowke. In consequence, it has not 


a TO) se 
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becrn uprcuni for files to remain unlocated for veeke or montis eat ea 


of the need for sa Svatens Staff, ve discuss 
the nuod for 9a cereral anelysis of the manner in which the Office 


” 


Porrtomnal Dandles Lis neser information. Where is a def fe need T 


avproach tn ell aspects of files under ths Aonat manes of 


n. 


“ae oeiorlty area, of concern, ve pelieve, Ia the Official. 


iets tia Mirecter of Tercomol initiate nromet acticn 
to enunre rositive ond aoutinusus control and location of 
ALL OffMielal Personnel Miles. This shovld inelude scheduled 
~yaeen! ies iuventory of files to verify location and caontrol 


‘onorting Branch 


Stetistical Nevortine Branch (S2R) with a 2/0 of ten is 
keener of nunerical date concerning Aseney employees, The data 
rives for the rost part fron the personnel action records 
veneroted by oneratine eexanonents ard is vraintained paivysicelly in the 
seenetic tane library af the Office of Coumuter Cervices. SRE orders 
and datributes throushout the Aveney a substantial volume of ctandard 
or genecided and rerulori: wodated renorts--uere than Lod series in 


nore thee 609 arvanpements-—viieh OCS vreduces monthly er on other 


esveod fracuenelon. Jn adlition, SRR services numerous ad hoe requests 


Th. x 
;ncRE®P 
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for one-time macuine -oredueed data listings to sumvort srecital 
stnueto Rus pranci has develoned raal exmertiae in drattine the 
to the covumrter operators for those lMistines. 
lies seuarely in the vath of the DDE Sunnoert 
fon Procosat ny System (STPS), on@ its mafer subdevclounent 
“Roun as tae “annover Control Syetem.. Present-day revorting services 
lecnted to transfer to SIPS data nanarement centers @uring tle 
er usif of le7e, The users of such prosent-day statistieal revorte 
ec tha Pan er, the monthir senaration renort, or the 
“ines seoorbing sehedule may initially detect little chenve in the 
needuct under SIPS mneeis. The SIPS objeetives rather heve been con- 
corned with rationalizing data inout and internal commuter oneretions 
63 tho neons of chengine consumer habits. Puplicative innut of deta 
will be rednead to an absolute riniuws throurhout the Office of Per- 
Civen more effietent, versatile computer equipment and procrans 
the usor should seo a dramatic speedun in service. iven reliability 
ef ceeecs he should secome willinre to Aignense with tedey's larre, slow, 
end axionsive Slow of standard rocorts and learn to ask the comouter 
only Por vwhes be needs at the tar e needs it. The SIPC data nanaere- 
mant eenters vill reauire ateff well treincd in data retricval vcro- 


cedures, and SRR statf are losical canlidates for such asaienments 


given sone uprrading in steff skills. We think that wlonnine for the 


wonnsirouent and the retraining of SM! personnel ought to eet unfler 


5 ME oe 
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voy tm LOT. 
2°. Rho OXPA Steff has performed exasustive reviey and revisioa 
2 the H%3 atendard vevorta with the following results to dete: 

Reporta doleted 192 
Renorts 
Reports 
Reports added 

Teepe are @ rood many revorts deoline Sor exemmle with aualifientions 


inventory, enareer trainees, ond the CTA Retirement and Disability 


Systen thet remain to be studied. Reexamination of the validity of 


predvcts ts eften cited as one of the vrineival sources of benefit 
fren automation nrajects. “Ne tyink that the SIPS annlysta have 
indeed wade an oxeellent contribution to the manacement and future 
content of statistics in the Office of Personnel. Ye did not inspect 
the SIDR project itself and indeed considered that it would be innad- 
visable to do so during the next 18 months in view of the eorplexity 
of the hardware and softvere develonmments now under way. Similarly, 
ve have not mronosed major changes in existine CRE onerations when 
taes> are duce to change 30 Grastically in the near future. We do 
reeomnend thet SRA, backed by the Tireetor of Personnel, apreal to 
overatine comonents to reduce their reauirenents for standard 
ronertine to an absolute minimum durins the next 18 months in order 


te free SRR personnel for conversion nronarations. Treaueney of 


wt PE 


q2crer 


a) ee 
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reporting should be reduced, e.g., from monthly to quarterly during the 
conversion period. SRB meintains a master library of current reports, 
and requesting components should be asked to cancel their existing 
requirements wherever vossible and to use the reports in the SRB 


library or to make Xerox copies of them at their own expense. 


23. The Position Management and Compensation Division (PMCD) has 
a £/0 of 16 positions, 13 professionals and 3 clericals. The division 
is made up of two branches, Intelligence & Support, and Selentifie & 
Clandestine Service. 

oh. The division is charged with responsibilities under the 
following regulations: 


“The Agency will conduct a continuing program of manpower 
resources management which will assure maximum efficiency and 
economy in the use of manpower consistent with the Agency's 
assigned missions and responsibilities” 


"tn setting up occupational categories and pay levels 
for Agency positions it ie Agency policy to follow the con~ 
cepts and principles of the Classification Act of 19h9, as 
amended, as a means for establishing effective internal 
position alignment, maintaining reasonable comparability 
with other Government agencies, and simplifying adjustments 
to conform to Federal salary changes and employment benefits. 
Overall objectives are to maintain en Agency staffing pattern 
which will attract and retain highly qualified and competent 
employees and which will reflect the characteristics of 
Ageney employment, and to provide an effective means of 
controlling expenditures for personal services” 


- Th - 
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25. he orreniestion and control of msnrover in of course 
ene of the most hasie of manacement resvonsibi lities Tne Ageney 
cmcerstes mider a star? cannower ceilin established by the Censres: 


end tin MPRee of Manacencnt and Budret. ech comoonent in the Arener 


sirned a itetfine ETE “ritech identifies the nositicens te 
sersonnel will be agsiened to carry owt its easstiened Tissione 
Additionally, each career sorvice is assiioned a 
Caveer Gervice Grade Authorization vhieh controls the maximun aucber 
mel sivtbboriszed at caer Generel Sehedule erade level. These 
innttonel end rannover controls are built on the basie franevork 
of Organization (7/5). 

Nhe 7/9 of the Ageney end tho staff mannower eellines 
shearvetienliy shenld bs the seme mamerical firure. In nractice this 
selée. oceurs. bet there isa e continuing offort toward that coal. 
m/O refleets not only numbers but alse pesitioan classifications (job 


titles) and 3 prade levels. All three are vital in controlling man- 


nover rhiitestion. 


PT. Tro dtems of the 7/0, numbers of positions and associated 


fom tho Pranever arainst which nersonnel resources sre fundod. 
eceurnte and un-to-date job deseriptions to he realistic 
tie extent thot either is hafly ort of date, hither 
vonavenant; leyols are dJenrived of a valuable sourecc of Information on 


Cho otete of the Arenev. 


~~ FS 
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On eo dewr-to-dav basis, the Offiee of Pernonnel is involved 
wbheatleatine and issuing staffine comlenents and revisions, 
cemmenents adhere to ceiling restrictions, nonitorine 
ezoranre on dat snd transfers of ne rsoanel, anprovines temporary 
overatreacth situations. evaluatine oronosolis te establish or chanre 
Suscrsrade me SPR vositions, develoninne and authen- 
theatre the eareer servies rmrade averacte, ond assuring ecimlianee 
“we Gis components. In nerformior these tasizts it works elosely with 
aio tue Uxeeutive Mireector-Cembroller. The thrust of these 
ebiews dy ons of Tiatsen aad monitoring. Fewever, in the srea 
evaluation the 9Pfiee of Personnel is solely rasnonsible. 
26 maruired to assure ton manaceament thet the nositionns in the 
eormonent’s atatfine complements arc sececurately evaluated as to 
cecwiational estecorr, nosition dezeription, ane pay level. Ve find 
@ sergons short. fall in this snecifieally assiened function in the 
3fflee of Percennel. 

29. The Position Venasenent and Comuenssation Divieton'ts orinary 
esslormeaeat is nosthion evaluation. The reeord shows that « dis sturbins 
yranertion of the Ageney is nob covered with currently adecuste 
“asicion evalistions. hile the reeord for individual positions 


eae ° . ae te oe . " a fe ss ma ; 


70), the auvher of eonnonents surveved is not. 


- 75 


SFORR® 


hr on 2 


Approved For Release.2003/04/29 : CIA-RDP84-00780R004000100026-1 


Approved For Release 2003/04/29 : CIA-RDP84-00780R004000100026-1 


2osition Surveys by Components 
a DoeTt3 
% of Position 


Jumber of “Meintenance Jest Reserintions 
Cormonerts Rete (yrs.) Enread Cre.) Commi eted 


# 


tence Hed 


8.2 

Toh Lh 
3.9 1-10" 
8.9 1-14 
3.6 0-16 


Arenev Oak 0.168 


As can readily be seen the average cosnonent survey is heine serformed 


oan something like a six-vear rather than a three-year evele, which ve 


s 


helieve to he desirable. Coverane 1s erratic with ten conwnonents 
hacking 8 surrar: within the nest tern years, Anonroxinetely one-third 

ao the totel vositions in the Areney lack o nosition deseriztion. There 
recerds reflect a passive reection on the nart of the Office of Per- 
sennoL to an assirned restonsibility. The office has 

mesmover rescurees of PMCD to snrink tothe point vhere the division 
Savotes ani: 2: nercent (PY-70) of its manhours to position surveys 


ang antivianes) actions. “he rest of the tine is svent in revievwinr 


# Ava goumorents have never been surveyed, 


ia 
- Tf - 
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eanethar eerolome ts, reneting to prade chance reavests, urererius 
vevianers, and nelcine ner adiustments. These Lather asaiten-. 
te seautroe oriorite ond esrponent nocition evaluations receive 
eimal athention. This situation bes heen permitted to develon 
SOR vaaes ag the division has come to onerste on a 
Tie Line components that make the mont wreeeut 
Rourcsts Sor moorranization or nosition reclassification recetve the 


acd 
* 


vhon of the alll-ton-Listted resources. 


tr 


eve utility of cormonent surveys, in contrast to spot or 
a vinanl vesition surveys, is thet onde throuch this eonrosch can 
seapine fal anit be made of the total “annover utilization within 
B enonent, < thoreuch and cormrehensive corponent audit assures 
menercecent af (1) the nroner mis boty nrolesaionals and elericals, 
nceirete deneriutions of each position anil oecunational caterory 
ERD aadque ineioht inte workload end productivity asnects, (3) nroner 
vestenation of Lintbed and flexible nositiens relationshin, and (1) 
toe: correct veneral Services crade level for each vosition. 
*n oor survey we found PICn ill-eaulrned in relation to 
1 Gobal aseiened vesnonsiilities. In recent years, the division 
souc of fis initiative and has assumed a somevhat vaasive 
stltufe torard. seconplichinge its totel mission. At the sara time ve 


aerneledce the devotion end hard work of tho individual members of the 


uvinion. ‘fhe Araney uses more than 750 cecunstional eatecories and 
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hes its full share of comnlex staffing patterns. These employees 
have devoted their best talents to maintaining accurate job des- 


criptions, average grade ceilings, and proner pay levels. ‘Their 


technical skills ere not auestioned. 


32. The present situation ealls for positive action on the part 
of the Office of Personnel. ¥rom a high point of over hO positions in 
the late 19505, the division has been curtailed to its present T/0 of 
sixteen. ie believe it to be seriously understaffed. The Deputy for 
Plans and Control estimates that a staff of twenty-four (2) persons 
is reouired to adequately perform the total sssiened responsibilities. 
The T/O of the division should be increased to the point where it can 
cerry on its monitoring responsibilities and conduct detailed component 
rnosition survevs on the three-year schedule. 

33. A careful evaluation of the personnel assignments in the 
division is also in order. Many of the present incumbents are apvroach.- 
ing retirement in the next several years. Although CIs have moved in 
and out of the division, the main staff of professional classifiers unas 
remained static. An organized rotation plan for senior classifiers 
has been lacking and should be instituted. A review at this time 
jhould develov a retational plan (6-8 years) and schedule the intro- 
duction of new blood at all levels in the division. Pending retire- 
ments couvled with a slight exvansiton of the 7/0 should permit these 


objectives te be accomplished. 


oe Pe 
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Recormendation Ho. 15. 
That the Office of Personnel: 


a. Review the mannover resources needed by PHCD to 
carry out its full mission and responsibility and adjust 
the T/O of PMCD accordingly, 


vy. Develon a rotational plan for professional position 
classifiers, and 


c. Assign well qualified young personnel officers to 
the division. 


EES 
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DEPUTY FOR SPECIAL PROGRAMS 


1. The Denuty for Special Procrams presides over a diverse 
erray of activities which bring his staff into contact, in many cases 
frequently, with almost every employee of the Agency. fuch exposure 
places « distinct premium on efficiency of performance and cn a 
caracity for emmatby in handling peonle. The staff must also keep 
abreast of the benefit and service programs of other components of 
the Covernemt and of large private organizations. It is important 
that it be staffed by able peonle of diverse skill and wide exnerience. 


We found it well staffed at the present time. 


Benefits end Services Division 
Personal Affairs Branch, 
3. The Personal Affeirs Branch (PAS) with 16 distinct programs 


is the most diversified of the comronents of Benefits and Services 


NMvicion (SCD) in the Office of Personnel. It has a 7/0 of | positions, 25X1 


7 ~rofessionals including the chief and denuty chief, and 6 clertcal 


emplovees. 


Ay A 
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h, Over the past 18 vears the Areney has supported a steadily 


inereasings employee benefits program. Some of the larrest prograns 


such as health Insurance, retirement, and private insurance plans 
(exeent TEGLI) have been assisned to other ecortponents in the division 
elsevhere in the directorate, but the creat majority continue to 
Te coneentrate” in this branch. 
5. She branch ts resnonsible for beth statutory and service 
.prerrens. The former consists of the following. 

& Federel Muplovees' Comensation Act. A Governnent- 
wide nrerran covering anvlovees injured vhile on duty. Tre 
brane? works closely with the Bureau of Ennlovee Commensation 
(ENC) in the Department of Lahor in filing cases in behalf 
ef Agenevy emmloyees. In FY-70, 209 now cases were processed, 
56 annroved, 7 rejected, and 143 ronsined nending as of 
30 June 1°79. An additicnel 311 new claims were filed as 
votontial cases pendins a future decision. Within PAS tvo 
orofessional vcersons handle the "BEC" cases. At the time 
of our survey, one emplovee was on loan to 38D for the 
annual fund drive (CFC). This took her away from the branch 
tor nawnroximately six months. This vas time the braneh eould 
111 afford to lose. A dbaecklor of BEC cases was develoning. 
Although the branch had arranced for interim fundings on 


“are” eesen and concentrated or more commlex ones, resnonses 


~ 82 
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to the field vere delayed and an overall slowdown occurred. 
“rmloyees who have filed BEC claims should not be the victims 
of any unnecessary delay. 
b, Overseas Tosnitalization Programs for Employees and 
Tae main thrust of this nromran is to nrovide 
nedieal eare for overseas Ageney emplovees and thelr dependents. 


modieal ene under this progran, ot on estimated cost of 
annroximately $320,000. Althouch the number of cases will 
mnrobably decrease (OPRED, BALPA), infletionsry medical costs 
will keep the cost of the vrogran at about its present level 
ar hieher. Tn PAR the same tyvo teennicians who handle the 
BFC caren are responsible for this program. The understaffed 
situation deserthed in (a) above aunlies equally to this 


function in the branch. 


ec. Yoederal Mmmloyees' Grows Life Insurance (FEGRE). Once 


an ommlovee has siened up for this insurance coveraze[ | 


Aeeney ermloyees as of 30 Tune 1979) the Payroll Unit in the 
Office of “inance is responsible for deducting oremium costs. 
The PAB is wemontible for handling new enmnloyees, cnanges in 
beneficiaries, and inmereased coveroze during “onen” seasons in 
the nrogre;, This function does not reauire very many maphours 


$n PAR. Tt is the only emlovee insurance program not in the 


nm * 
SRCRE wu 
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Tnsursnee French. We questioned the lomic of this arranzement 


and wera assured that, exeent for emoloyre convenience, it 


voulé he transferred to the Insurance Braneh in Nossivn. 
When and if snace allocation corrects this situation, ve 
reconmend that the THCLI program, in OF, be transferred fron 
2 to the Tneaurance Branch. 
Servieo nrocrams, 12 in mmber, demand the bulk of the man.- 


hours in PAB, feme of thease require only minival attention throuchout 


the yeer, Dut edd unm to meanineful services to Arency ermloyees. For 


Ge purposes of this survey, 1t wlll suffiee to list them without des- 


Ted Cross Blood Donor and Replecenent Program 


Bulletin Poards 
Car Pool Locetor 


Tnueeme Tax Assistanee 


Relisiour Services 


Absentee Voter Assistance 


re time denanding and of sreater irmact are the followinre services: 


a Cesualty Assistance and Fmmloyee Fmergencies. Manare- 


pe 


ment in the braneh and the division cive this function number 


on? orlority. An emerreney duty cfficer is available 2h hours 


e, dey, every day of the vear, A security pace-boy electrical 


| Rh - 
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aystem is uscd to maintain coverage during non-vorking hours. 
The thrust of this preeran is te cone to the assistance of 
any crmloyee and/or his fanlly at the time of an emerseney. 
‘Tile “ost eases involve overseas situations, suport is 
eevally avelleble on the domestie scene, fneluding the head- 
cunrters sren. ‘any of these Involve the death of an employes 
(ho in TV-70) when every effort is made to assist the family 
Immedintely and in the neriod followinz. The branch has earned 
a fine venutetion for ite work in this fleld. 

be «6Personsl Affairs Cornselline. Covering a wide range 
of problens this prorran is a "cateb-all' activity, slbeit of 
utuost inmortanee in the field of emmlovee assiatance. One 


nrotesnional, nisnlr motivated and eenrmetent, Hendles emnlorvee 


personal couselline in PAR. Tuvolved are minor nroblens con-- 


cerning leases, contracts, ond disagreenents with roommates, 

wp to serions debt compleints, financial problems, and child- 
birth owt of wedlock. The counselor staffs out every employee 
feht comminint received by the Agency and prerares a resnonse. 
tn @tflLeutt cases she will vor: out a comlete personel budget 
with an emolovee: in these cases a monthly follow-up meeting is 
mandatory. 3 some of these cased involve PSAP ageistenee, she 


done the atetf? work orior to their submittal to the PSAS Board. 


~ 25 - 
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She vers elenely with the Iuecutive Seeretery in these cases. 
2och debt eouslatints end urrred mothers’ cases have shown « 
disturhine irecreese over the nast fev years. The increeses 
uuswe been vartievlarly associated crith new amcloyess, many 
on “oord Less than one vear. Ue suerent that the Office of 
“exnonne], adaress itnel? to a study of these aases, honing 
thereby to arrive at some renedial actions bevond these 
currentiv in foree. 
ec. Exit Processine. In Sovemher 1979, the vre-exit 

interview nrocram vas moved from PAR to the Professional Place~ 
nent Drancli in the Staff Personnel Miviston. Exit proeessine, 

» involves much more than determinine why the enployce 

it involves the technical rroeadures of senaratins 

om individual from the Areney, for whatever reason. Tneludines 


mrner-only cxnlovees, some 290 rearsons sre processed out each 


momti (2,436 in Y~70), Ye found the orocedures efficient and 


streamlined; the PA nersonnel ennear to be on top of the vroble: 
anc elert to new ideas. Tor example, woon their reeomnendation 
eantract e@mlovees vrobubly will be vrocessed-out by PAR in the 
near Dubuet. Previously handled by the individual's contracting 
commovent, Lt vas sugtested that they be handled in the same vay 


svat? exmlovees are processed out. Contract employees then would 
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ke asaured, of eoual and full hnovledee of all benefits and 
ablivations associated with leaving the Ageney. Atrial run" 
PSD [ _]eentract employees is under vay and premises 
toe be sneesssful. The transfer of function should >%e adorted 
vhysical snace leads toe conasion, buh the branch 
sersonmel hove learned to live with the problem. 
%. He are Coenly cencerned about the Inadequaey of assigned 
ohvadteal sneaee in the trench. It is not so pmeh lack of srace but 
Teel. of minienm orivaes thst trouhles us. Emnlovees destrinz emmsel 
letiy nersonel problems are not afforded the privacy they deserve. 


Th our interviews ith brene® versonnel each nerson, without excertion, 


mentione? this eas the sinele most serious vrohlem in the unit. We 


area the OPelen of Personnel to mbudy this problem arain and attermt 


to find sa selution., Tha confusion ansociated with exit nroeessine 


remtioned above, althoucsh troublesowe, is ret on nm par with the lack- 


of- privacy ~roblen. 
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setycen the Tleld and heedauarters requ esting ass instance 
“inte handhook vas sent to the Chiot. fupnort 

ws, on 3 Februnry L970 for anrroval. At the time of 
the survey no Minel action of apnreval ued bean eiven for PAS to 
rghLish, “le “ted this unseeentable and urse nrompt attention to 
%, Suarther recomend that these handbooks, once re- 
wises, aad miblished. he maintained wn~to-date on a enrrent hasis. 

9. ble Dally sunportine the annual, fund drives in the Areney, 


mn re 
ue ouestion menacoment's (29) decision te start them at the expense 


Lae t . 5 
of the PEC and overseas hosmitaliaetion alaires prozram. Ve feel that 


wiscirected ~rioritr. 


is Wha “seine Persons Act é oe a prorram designed te: 


2 


(a) aehieve ths freedom of the indivicual, if he has heen incarcerated 
ta tie lire ef det: and (>) ssauvre the vellheins of his denendents 
Gurine toa oeriod of immrisonment. Under the Isv the Director of 


iv) 


Mevsonnel is inn Pieuctary role relative to the missine euployee. 


Gye promran is executed on behalf of the dndividual until there is 


elony or nrenurmmtive ovidenes of his dest, 
V1. ee orocram is sdministered with compassion, deen involve- 
mont, apa a fine sense of resnonsibility toe rard the prisoner. It is 
DUN 4 ee affort to suttain the devendents and to encourare 
netsoners, The office has develoned 4 briefing progran for 


individuals colne to risk-.o*-canture arnas Wiieh serves, at least, 


iar) 
59 - 
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en tuet their denendeats will be eared for, ALL in 
nel tse to be commended Sor their execution 


, BPocrve in such o sensitive arcs of Taman relationshius. 


Central Preeesaine Braves 


LP, he Mereetor of Personnel is charmed to provide a vrocessins 
sarvice In cosnersbion with other support cormonents to srrance for 
graves. and bie scale na storere of emvlovees' veraonal effects, 

torment of privabely comed vehiclerc. This fumetion its 
(Weemgreod tyroauch the median of the Central Processing Grane. 
Reang.. conrintine of 32 individmals, is 2 mixture of Personnel, 
“inanee, and Tort gs neonle manaced by the Rirector of Personnel 
theoash oe Meracter of otek Activities. 
wit amears to be vorhine etfeebively. ev commleints 
sorwb of travelers have becn encountered. Most travelers ammear 
Tne tet tae services provided veet thetr requirements on a timely 
Ye comcesh Inter that the esvllestton of nedern information 
‘ayoeeasiine: teelbnioues may enhance tho existiny service. The vorkload 
travel months durine summer vacation, 
arc eonsiderable stretcher of undere:mployment for the staff. 
Lh, She soace situation is rceanonahly sood, but vuen all nre- 


eerting teetin ns are fully oceunted vit nterviewsn, the scene can 


be one of vias eontaston and audio din, The roise situation conld 


39 
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bo Amproeved through better intercom faetlities for the technictans. 
15. Woe personnel assicnmeat viddlesoohy within (P2 has been 
one which has ewanhasised continuity rather than innovation. nee a 
suitealle overatine tectmioue has evolved there has been little drive 
to improve it. This may be tabtisfactory as the natur> of the pro- 
eessius contains many repetitive overations. Nonetheless, consid- 
eration of new manarement techniques might permit manpower savings. 
For axarmmle, it would annear feasible to program a small computer 
to ressord to the many variables existing in travel situations. Tf 
such should prove to be the case, the travel technician could query 
the computer vith the srecifies of an individural travel case and 
recejve a, rerronse which vonld indicate travel alternatives and 
alloveahic costs, This information could ve available vithin a 
matter of seconds. nermittine the arrloyee te seleet nis course of 
action and he about his business in much less time than is currently 
involved, fue a use of modern information systems misht permit a 
reallocation of buman resources or the handling of eases in shorter 
Shun. 
1S. Renentedly, the interviewed technicians stressed the fact 
that they were underemployed durinse the season of the survey. Several 
aiso volunteered the fact that they were sorevhat underemmloved during 
the neak season. ‘ur general impression is that this branch is slightly 


overstaffed for its present and contemplated twoerlload. 


VAG ke 
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eer 


‘ecomendation No. 16 


mr 


“hat the Director of Personnel study the workload 
Genanis umon the Central Processing Branch subsequent 
Lo overseas versonnel reduction programs, such as 


Lranen. 


travel seems to be least feesibie in situations involving TDY travel. 


f nermanent chance of stetion normally involves several months of 


lead tine -hich sermits the seheduline of the traveler well in edvance 


of the nerforvuimee of trevel, Frequently, “DY travel recuires our 


need onsite near te actual time of travel. ‘he necessity[ | 25X1 


cannot alwavs be accommodated to the operational needs motivating the 


‘coYemosed travel. At such tirea,[_ pecomes a hindrance. 25X1 


acee 


ome aa 
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“ecormendation Ao. LT. 


Thet 2 eareful review be conducted to determine if the 
ure a% this Ciscount package travel plan is both economical 
ant onerationally useful for both PCS and TDY travel. 


Irnlovee Activity Association 
18. The Office of Personnel's contributions to ermloyee morale 
and well-heine in the fields of reereation, convenience, and virystcal 


fitness ars manaced and imlenmented tr the Buployee Activity Associstion. 


Thts is a private organization of some peer which vas formed 25X1 


to provide enolovees with the opportunity to narticivate in various 
instructional. classes, social crours, and snorting activities. One 
of the ains is to operate the TAA on a non-sibsidized basis. Income 

souerated from memberahin fees ranging from 42 to $25 and by 
profits from the operations of a arall store. 

13. Toe Asscetation is divided into three primary functional 
areas. ne area is responsible for the operation of a ticket sales 
facility and elubs and athletic learues: 2 second operates the TAA 
store ang the third manares the physical fitness room. The ticket 


sles activity ia manned by two staff and tye contract employees. 


s CRET 


+ 
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20. The ticket sales activity formerly used & voucher system 
with various theaters, cinemas, and sports teams in the local area. 
Tickets purchased through this means frequently were available at a 
@iscount. ‘The number of facilities offered were limited to those in 
the local area with whom agreements had been reached. In an effort 
to expand the available services, FAA has subscribed to Ticketron, 4 
centralized ticketing service which can provide computer printed 
tickets on a confirmed space vasis within a matter of minutes to a 
great variety of entertainment and sporting, events on the Fast Coast 
of the United States. Access to Ticketron has provided a much en~ 
larged base for ticket sales. It does have some disadvantages. 
Ticketron not only does not permit discounts as 4 general rule; it 
also requires the payment of a service fee. This fee is presently 
254 of which 12.5¢ is returned to FAA. The service fee will shortly 
increase to 35¢, at which point EAA will receive 15¢, It is the 
general feeling of EAA that the availability of more ticketing 
services will offset loss of discounts. This phase of FAA is pri- 
marily a convenience for employees, and was being heavily patronized 
in the early months of 1971. 

21, The group recreation program seeks to provide instruction 
or social opportunities for employees in a wide range of activities. 
Instructions range from practical subjects such as auto maintenance 


through kerate to the esoteria of computer sciences. Social activities 
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include bridge, Toastmasters, and similar events. In addition, there 
is a skiing club with scheduled trips to Charnita during the skiing 
season. Any type of instruction or club will be offered if there is 
sufficient demand. The major problem confronting the area is space. 
No classrooms or meeting rooms are regularly available. Considerable 
time is spent in scheduling or arranging meeting space for these 
activities. 

29, Athletic leagues are operated by EAA for most of the common 
team sports. Again, a major problem is space for conducting these 
events. The competition for public school gymnasiums is becoming 
increasingly intense, and the Agency 4s in no favored position in 
scheduling. In an attempt to deal with the space problem, 4 pbuilding 
dedicated to EAA has been proposed. The pbuilding would provide meeting 
rooms, a gymnasium, office space, and bowling alleys. Funding would 
pe by the Credit Union on 4 standard construction mortgage basis. It 
ig estimated that the income derived from the operation of bowling 
lanes alone would enable the amortization of the mortgage in about 
ten years. 

23, The EAA store is a small retail outlet which offers @ 
selected line of merchandise to Association members at discounts 
ranging up to 40 pereent. An effort has been made to provide service 


to employees in other buildings, but this has foundered on various 


~ gk - 


BECRET 


Approved For Release 2003/04/29 : CIA-RDP84-00780R004000100026-1 


Approved For Release 2003/04/29 : CIA-RDP84-00780R004000100026-1 


logistical problems. The store operates quite effectively. If more 
space were available for specialized catalogue sales and better 
merchandising, more income could be preduced. The management of 
the store has done quite well in producing a large amount of income 
from a limited base. 

2h. One of the requirements of the Executive Director has been 
self-sufficiency on the part of the store. It has achieved that aim. 
The store 1s a primary source of funds for support of classes and 
athletic activities. As such, any increase in available profits is 
a direct benefit to the rest of the EAA program. Presently, three 
store employees are staff employees. They are a GS-13, GS-9, and a 
GS-h. ‘The store reimburses the Government for all of its expenses, 
including the Goverment contributions to various benefit programs. 
One immediate way of generating additional income would be to reduce 
the expenditures for these employees. This could be done by hiring 
retired annuitants on a contract basis to perform the functions being 
verformed by staff employees. Certainly, every effort should be made 
to get away from an employment base of relatively high-priced staff 


employees. 


Recomnendation No. 18 


That the Director of Personnel convert the store employees 
to a non-staff basis ag soon as possible, making the maximum 
use of annuitants. 
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25, The Physical Fitness Room is staffed by one full-time 
contract employee at the equivalent of G8~9 grade level. The fitness 
room 4s subsidized to the extent that the Government pays the contract 
employee and provides the space, light, and heat for the activity. It 
appears to be an efficiently managed operation which may bring some 
immediate benefits to the Agency in terms of improved physical well 
being of employees. 

26, How valuable are these fringe benefits to the overall accon- 
plishment of the Agency's mission? About one third of the total Agency 
employe?s sre members of the Association. Perheps all of these members 
will at one time or another utilize the services of the store and the 
ticket purchasing facility. Club activities are used by some 1,650 
members: athletic leagues draw a partictpation of 1,340, and the 
Physical Fitness Room enjoys an average use of 100 per day. 

27. Cover restrictions inhibit the use of the service by 


individuals who are under cover. It is the estimate of BAA managenent 


that the [i = Renee figure may represent a reslistic maximum. 


The preponderant majority of FAA memberships are renewed on an annual 
basis indicating to us that the benefits are indeed significant to the 


employees at Langley who have meaningful accessibility to FAA services. 


Incentive Avards Branch 


28. The Incentive Awards Branch in the Benefits and Services 
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Division is responsible within OP for the Honor and Merit Awards 

and the Suggestion and Invention Awards Programs in the Agency. Each 
program is covered by an Agency Regulation fo 25X1 
respectively), and the branch works hand-in-glove with a formal Agency 
board and committee designated, respectively, the Honor and Merit 

Awards Board (HMAB), and the Suggestion Awards Committee (SAC). 

29. The branch has a 7/0 of four persons, two assigned to each 
program, Although one person is designated branch chief, the programs 
are completely separate, end he does not take administrative nor sub- 
stantive responsibility for both. The branch chief handles the 
Suggestion and Invention Avards Program (SIAP) and the other senior 
professional handles the Honor and Merit Awards Program (HMAP). Hach 
person functions as executive secretary to their respective board or 
committee, prepares all cases to come before the bodies for consid- 
eration, and in so doing, work independently of each other. Both 
work closely and directly with the Office of the Director of Per- 
sonnel. Tha Deputy for Special Programs and the Division Chief are 


kept fully informed of all activities, but do not play a day-to-day 


sunervisory role in the programs. This line management arrangement 


appears to be justified by the fact that D/Pers and DD/Pers chair the 
Agency Board and Committee (Chairman and Vice-Chairman) and are per- 


sonally inatrumental in actions taken by then. 
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Honor and Merit Awards Program 
30. An IG Survey of the Agency Honor Awards Program completed 


in May 1967 reviewed the vrogram in depth. The findings and con- 
clusions, with only minor changes, are still valid. We have re- 
stricted our comments to the current impact of the program. 


31. The Nomor and Merit Awards Program in the Agency is an on- 


going program fully supported by top management. The Board (HMAB), 


supported by the Office of Personnel, is handling an increasing number 
of recommendations for all types of awards except Publie Service 
Awards. There were 72 ceremonies in FY-69 and 119 in FY-70. 

32, The Agency's Honor and Merit Awards Boerd, chaired by the 
Director of Personnel and supported by two persons in the Incentive 
Awards Branch, reviews each recommendation esrefully. We were 
impressed by the full and complete staff work provided by the 
Executive Secretary, the continuity and wisdom provided by the 
Pecorder, and the conselentious work of the Board members representing 
the 0/DCI, the directorates, and the Office of Seeurity. The 
Executive Secretary and her assistant (with possibly some additional 
secretarial help) and the Board are equipped to handle the current 
workload and the anticipated slight Increase in the next few years. 

33. In the Incentive Avards Branch itself, two persons work 


full time on this program. The Executive Secretary end her assistant 
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prepare all cases to go before the Board, maintain records, and 
arranges for and participates in all ceremonies. The program records 
are being converted to an automated systen (PEREAM) which will permit 
rapid recall of data and an increasing horizon of meaningful statistical 
reports. The current years are encoded and about 59 percent of the 
backlog is in machine format. Completion of this project is strongly 


encouraged. At the present time this program lacks adequate secre- 


tarial/clerical support. Lacking such a position in the branch (all 


four positions are professional) they are forced to depend on rotating 
part-time assignees. This arrangement is neither practical nor 
efficient. The result is that professional persons spend an undue 
amount of time at typing and clerical duties. The HMAP and the 
Suggestion and Invention Awards Program should have end share the 


services of one full-time secretary typist. 


Suggestion and Invention Avards Program 

34. Under Public Law 763, Title 3{ the Suegeation 29%" 
Awards Committee (SAC) administers the Agency's Suggestion and Invention 
Avards Program (SIAP). The Office of Personnel provides the Committee 
with an executive secretary and the necessary administrative support. 
This function 4s provided by the Incentive Awards Branch (IAB). The 
Committte is responsible for develoning standards for suggestions and 


inventions, reviewing suggestions and recommending awards, and granting 


-~ 99 - 


SECRET 
Approved For Release 2003/04/29 : CIA-RDP84-00780R004000100026-1 


Approved For Release 2003/04/29 : CIA-RDP84-00780R004000100026-1 


or reconmending rewards thereto. 

35. Prime factors in the effectiveness of this program in the 
Agency is the role pleyed by the Chairman of the Committee (D/Pers 
and/or DD/Pers) and the devotion of the Executive Secretary and his 
assistant in IAB. The Chairman provides the motivation at senior 
levels, which in turn stimulates middle management to actively en- 
courage their personnel to participate in the program. The Executive 
Secretary, with his assistant, not only staffs out the several 
hundred cases per year, but he personally works with line managers 
throughout the Agency stimulating activity, assisting in original 
case preparations, validating the suggestions, and encouraging the 
development of in-house Suggestion Awards Panels and eccordinators 
(there are some 15 at the present time). Because of security, the 
CS has e Special Panel to handle operational cases. The Executive 
Secretary works closely with this panel and is liaison with the 
Director of Personnel, who alone on the SAC is involved in these 


cases. 


36. The SAC, Chaired by the Director of Personnel or his deputy, 


has five additional voting members (QDCI, DDP, DDS, DDI, and 0D/sart} 
and three non-voting advisors (0S, OC, and OF). The Executive Secretary 
provides each member of the Committee with copies (fully staffed out 


and validated) of the suggestion cases prior to each meeting. Technical 
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experts are interviewed by the Committee, as required. After full 
discussion, the Committee will reject or recommend acceptance and 
assign an appropriate monetary award. The Committee works with CSC 
guidelines, precedence of previous cases, and with the full authority 
of the DCI. It alone has the responsibility to recommend the action 
to be taken. In FY-70 the IAB received 478 suggestions, eliminated 
109 (22.8 vercent) as ineligible, and processed 369 (77.2 percent) 


as eligible for Committee action. The Committee adopted 117 (32 


percent adoption rete) and awarded 97 cash awards and 20 certifications 


of appreciation. The total cash avards for FY~70 amounted to $30 ,330-- 
a new high. First-year tangible savings (FY-70) sre estimated to be 
$574 ,086-~almost 19 times the amount of the awards. Intangible savings 
are frequently estimated to be many times those tangible, and in FY~70 
more than 50 percent were for intangible benefits. Like the FMAB, we 
found the SAC an ective, mature group of senior persons fully devoted 
to a serious responsibility. The care with which they considered each 
suggestion and, if approved, agsigned a monetary value to it was 


impressive. 


Insurance Branch 
37. The Insurance Branch was the target of multiple reviews and 
investigations during 1970. The SIPS Staff was active throughout the 


year in developing the design requirements for PERINSUR, the insurance 
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deta processing plan. The Audit Staff completed a regular visit, and 
the IG {nspection oceurred during the last months of the year. In 
general, the branch came through these investigations with good to 
excellent marks. In the case of PERINSUR, the branch found itself 

in general agreenent with the objectives if more hopeful than confident 
in the short run concerning the specific plans for use of the computer 
4n Agency insurance operations. 

38. The branch staff of 36 is organized into[ sd 
[__ | Seetions and ise manned by veteran supervisors, a small number 
of specialist technicians, and a journeyman corps at the GS-7 level 
which is subject to a fairly high rate of turnover. The staff processed 
18,382 hospitalization and medical claims, nearly 7,000 term life 
insurance policies controlled, and a host of lesser plans and services 
provided during the latest reporting yeer. 

39. There is a wide and attractive choice of insurance plans 
available to Agency personnel in the categories of life, health, and 
travel insurance coverage appropriate to an Agency operating overseas 
and placing more then average emphasis on youth. Cover considerations 
complicate the insurance services significantly and make it appropriate 
that CIA bear a considerable portion of overhead costs. Currently 20 
positions are Government funded, and the balance of 16 are reimbursed 


from GEHA operations. 
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ho. The insurance business generates a deluge of statistics with 


most categories of reportine denendent on cormarative data from earlier 
periods to permit identification of problems and trends. Summary 
stetisties] data on operations anneared generally satisfactory, but 
we found in this present-day pre-SIPS world that many questions con- 
cerning characteristies of policyholders and patterns of clains 
experience could not be anawered without long and tedious manual 
lator. Present-day machine support for the Insurance Branch is 
acknowledged to be a hodgenodge of primitive systems, many still 
based on punched cards. 

hl. The key features of the SIPS insurance automation nian are 
readily summariged. % proposes to concentrate initially on policy 
and sremium management and to leave the field of claims processing 
for invertisation at a later date. Four plans ineludins UBLIC, WAEPA, 
Contract Tife, and Income Replacement are to be converted to biweekly 
vavroll deduction for the collection of premiums; Flight and Accident 
Poliey and Dread Disease sare to shift to an annual payroll deduction 
nolan. An individual's insurance record will be available for on-line 
query Trom remote access equipment. Computer records will be undated 
deily, and each polieyholder will receive an annual statement of 
coverare and beueficiaries. 

h2, The obvious and proved utility of automation in the insurance 


industry prommts the observation that SIPS involvement has imnosed 
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Leng delays in the automation of the Insurance Branch. The system 
now proposed ought to have heen introduced years ago. There are a 
comparatively small number of elements of information to be managed 
in the typical insurance record, and most of these are of no utility 
elsewhere in the Office of Personnel or in the DDS. The extension 

of payroll deduction to other life insurance plans was proved feasible 
long ago with FEGLI life insurance and the Agency's hospitalization 
plan. Even the proposed implementation of PERINSUR may still lie 
several years in the future should the SIPS hardware or the software 
package (GIMS) encounter significant debugging problems. 

43. The Insurance Branch was making slow progress in the prepar- 
ation of headquarters and field handbooks on insurance. Publication 
lies another one to two years in the future. We attach considerable 
significance to this handbook project and to the entire subject of 
effective communication between the branch and the Agency's employees. 
Roth direct and indirect commmication by way of the personnel officers 
in the support shops of the Agency should be greatly increased. The 
branch offered the opinion in its planning paper for FY-71 that it 


“offers excellent buys" in several insurance areas but many employees 


do not know of them. Our quick look at the situation by way of the 


evidence summarized in the next few paragraphs seemed to confirm this 


observation. 
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5. We were interested next to look at age patterns of UBLIC 
subscribers. We grouped policyholders and male CIA employees 


(30 June 1970) in ten year blocks with the following results: 


Male GS Employee Popu-~ UBLIC Policies in Force 
Age Group lation, 30 June 1970 by Age of Holder--Jan 7i 


2029 
30-39 
ho-ho 
50-59 
46. We next checked for a plausible indicator of the amount of 
insurance carried by a typical Agency employee, head of household, and 
in the peak zone of insurable risk. For the Agency employee bracket, 
aged 35-39, the average grade on 30 June 1970 was 10.72. Grade 10, 
Step 7, under the 1971 revised pay scale yields a salary of $13,821 
and a FEGLI term insurance coverage eligibility of $16,000. 
h7. We recognized at this point that policies in foree with 
private insurance companies are a significant factor which we could 


not take into account. However, the extreme cheapness of term insurance 


at $7.15 per $1,000 per year for FEGLI and $5.00 per $1,000 for UBLIC 
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mekes the added protection of the latter seem extremely attractive 
and prudent. 

48. It seems likely then that the great majority of CIA employees 
are relying on FEGLI alone and intend only that their insurance pro- 
tection cover transition costs until e widow can begin to earn regular 
pay. Insurance as a means of income replacement, e-&-, $100,000 of 
coverage to yleld an income of $5,000 per year in augmentation of the 
retirement system survivor annuity, would appear to be widely regarded 
as an impractical and expensive luxury. 

4O. We recommend that Agency employees be continuously informed, 
indeed educated, about the insurance options available to then, and 
how to think about insurance in terms of insurable risk, protection 
features, and costs. We would like to see the Insurance Branch chief 
back up the prospective handbook with reguler training seminars for 


personnel officers. The seminars should be kept small in size to 


permit real give and take in discussing insurance problems and to 


assure the development of competence in insurance counselling. Next 
we would like to see at least a biennial update of an emplovees' 

handbook/brochure, similar to the publication on benefit programs of 
the mid-1960s, in which insurance and related estate planning matters 
were dealt with in a systematic and imaginative manner. Finelly, we 


suggest thet the branch regulerly contribute articles on insurance to 
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the DDS Support Bulletin. There can surely be no dearth of appropriate 
topics and useful information concerning the Agency's very excellent 


insurance prorren. 


Northwest Federal Credit Union 

50. The Northwest Federal Credit Union reached or held at the 
top of its growth curve in 1970 in such dimensions as number of accounts 
and number of loans per year, however, it fairly leaped ahead in such 
categories as share balance, loan volume, and net income, 


1964 
(last inspection) 1969 1970 25X1 


Number of Accounts 


Number of Loans Per Year 
Share Balance 
Loan Volume (annual) 
Net Income 

51. In addition to this somewhat explosive growth situation, we 
found that the Credit Union was in the throes of conversion to a 
computer-based bookkeeping operation which was inaugurated in December 
1970. ‘The changeover required many manhours of preparation and train-— 
ing prior to the change and a good deal of debugging of records and 
procedures after conversion. Finally, we saw plentiful evidence that 


the Credit Union is effective in meeting the needs of a headquarters 


community of very respectable size. We judged that the Credit Union 
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makes a vital contribution to the welfare and morale of the Agency's 
employees. 

52. We found during our inspection that the Credit Union staff 
works well together and shows good poise under pressure. There is a 
substantial mix of veterans on the roster, and they contribute sta- 
bility to what seemed on the surface to be a scene of considerable 
confusion. The key to this situation is space. The Credit Union 
quartera were laid out for 16 employees in 1963 when the move to 
Langley took place, and today they accommodate 28 on regular workdays 
and 32 on paydays. There are 24 full-time employees and 10 part- 
timers on the Credit Union payroll, all funded out of the loan oper- 
ations. The part-timers are wives of Agency employees who work on 
paydays and in other similar situations. Work pressures in the loan 
department are such as to indicate that another counsellor, a typist, 
and a telephone receptionist are needed. 

53. The Credit Union management and the Credit Union Board were 


moving ahead on several fronts tc cope with their growth problems, 


including the switch to computer operations previously noted, a survey 


of telephone traffic preparatory to planning new equipment and pro- 
cedures, and a study of the space problem by the architectural design 
staff of the Office of Logistics. We suggest that the Credit Union 


management may need to extend its hours of service to the public, 
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particularly in the ease of the loan counselling department. 


54, The basic assignment of missions and functions to the Director 
of Personnel includes as paragraph (2)(0): “Prepare individual con- 
tracts when nersonal services are obtained through contractual relation- 
ships, and execute contractual agreements for the covert support of 


overations.” ‘The primary mission of the Contract Personnel Division 


49 accomplishment of this function. 


55. The division is compact, consisting of six professionals and 
six secretaries, Legal aspects of contractual relationships dictate 
the permanent presence of one or two qualified lawyers on the staff. 
Morale is high and the operations of the division reflect a deep 
personal commitment on the part of the ataff members to the division 
chief. The work assignments of the office are carried out smoothly 
and effectively. Despite the small size of the division, there are 
some indications of underemployment. If necessary, the Director of 
Personnel could reduce this staff by one professional and one sec- 
retary without seriously hempering the fulfillment of his functions. 

56. There is a considerable interplay between the Contract Per- 
sonnel Division and the contract personnel officers of the Clandestine 
Service. There is # clear distinction in their roles. The component 


contracting officers are actively engaged in contract negotiations 
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with other parties, including agents. They levy the requirement upon 
CPD for a contract and specify the contractual benefits to be contained 
therein. Contract Personnel Division acts as @ policy consultant, 
provides guidelines, and actually writes the finished product. It 
then maintains files which are germane to the individual contract. 
A simple delineation between the two roles might be that the contract- 
ing officer is directly involved with people while the Contract Per- 
sonnel Division is concerned with the paper of a contract negotiation. 
57. The division leadership has encouraged an innovative approach 
to contract monitoring and formulation. For example, the only active 
portion of SIPS in the Office of Personnel is PERCON, which is the 
computer-based sud-system for monitoring contract personnel. This 


sub-system has proven to be generally useful to both the Contract 


Personnel Division and the users. The only complaint recorded is 


that of overvoluninous reporting of information. This flaw is not 
unusual in a prototype and is easily corrected. 

58. The provision of a technicel advisory service has tended to 
ereate an atmosphere of consultation rather than direct operational 
involvement. By and lerge, the division performs its activities 
within the confines of its own space. There is a strongly feit need 
among personnel officers in operating components for more detailed 
training in the complexities of contracting. As with other specialty 


shops in OP, we urge the sentor contracting officers to conduct reguiar 
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seminars for small groups of personnel officers on current develop- 


ments in contract management. 


Retirement Affairs Division (RAD) 

59. While RAD can see nothing dut growth shead in retirement 
workload, nevertheless, it was evident during our inspection that the 
evolution of the CIA retirement programs as an instrument of manage- 
ment policy, and the design of retirement procedures that provide the 
employee with a smooth transition to the outside world had indeed 
‘gailed into calmer waters. 

60. There are many factors thet help to explain the present 
status of this division. First of all we would note that the Agency 


has been well served by its retirement specialists. From the creation 


of the |__| Rettvement Task Force in 1967, to the organizetion of 


RAD in March 1969, to the present time, there has been displayed an 
imaginativeness, an innovation, and an eagerness to perfect the retire- 
ment system which have been exemplary. 

61. Secondly, the policy aspects of retirement have been of such 
importance that the program has received constant, close attention 
from to> management and from management all the way down the line. The 
system is widely understood. 

62. Thirdly, the rapid rate of development of retirement systems 


and the growth of workload have kept the division generally on the lean 
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side so far as frills are concerned. More seminars, more contact 
with employees on pre-retirement planning, and more feedback from 
retirees on the effectiveness of the syatem were being discussed as 
desirable additions to the program. Given the certainty of expansion 
of workload over the next years, we were not inclined to urge any 
early or significant diversion of resources to these lower priority 
areas. 

63. Another explanation for calmer waters is the gradual working 
off of the initial group of hardship cases. As the Agency matures end 
virtually all employees move toward retirement with well desiened, 
long-range financial plans, it seems highly probable that the rate 
of occurrence of hardship cases and of requests for special consid- 
eretion will decline. Under the variety of cireumatances noted, our 
recommendations concerning RAD fall in the category of adjustment 
rather than of major alteration of concept or execution. 


6h. RAD has a T/0 of 28 consisting of three positions in the 


office 2f the chief, five in an External Employment Assistance Branch, 


two in Retirement Counselling supported by en officer on loan from 
each of the other directorates, and 18 in the Retirement Operations 
Branch. The latter handles the mechanics of annuity calculation and 
manages actual implementation in whole or in part depending on whether 
the emloyee retires under Civil Service or under the CIA Retirement 


and Disability System (CIARD). 
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65. The retirement counselling system proved to be difficult 
to evaluate. In fact, counselling is performed throughout the division, 
and it is inevitable that there occur a certain amount of overlap 
between preretirement planning, financial, and job seeking aspects 
of the process. We were told that about one in five prospective 
retirees elects to bypass counselling. Among the rest are people 
at every stage of sophistication in managing their personal affairs, 
hence centralized counselling serves primarily as an insurance 
measure against oversight of detail, but is potentially of great 
value when the employee ia inexperienced in financial planning. 
Other considerations in the provision of centralized retirement 
counselling are privacy for the employee concerning his personel 


affairs, provision of the best expertise available, and consistency 


in handling matters involving significant legal implications. 


Retirement Operations Branch 

66. The Retirement Operations Branch (ROB), the third of the 
three branches in the Retirenent Affairs Division, is involved in 
the technical aspects of administration of the retirement systems in 
use in CIA. It hes a T/O of 18, twelve professionals and six clericals. 

67. ‘The branch's main funetions involve counselling prespective 
or past retirees in respect to the actual (financial) benefits, entitle- 


ments, and options available to them; effecting the technical and legal 
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procedures of retirement; and operating the post-retirement program 
for retirees and dependents under CIARDS. Branch personnel work 
closely with the counselling branch in the same division, the Office 
of Security, Central Cover, and the Office of Finance. 


68. The staffing pattern in the branch reflects the three main 


programs: (1) the CSC retirement system, (2) the CIARDS retirement 


system, and (3) the post~retirement CIARDS annuitants and survivors 
rrogram. In addition, the deputy chief of the branch spends the 
bulk of his time as Executive Secretary to the Retirement Board. 

69. The bulk of the Agency's employees [ 25X1 
are covered by the CSC retirement system. There were, as of 31 December 
1970, 4,775 employees participating in CIARDS and 486 who have retired 
and are in an annuitant status. In FY-70, three hundred sixty-one 
Agency employees retired and were processed out by the branch. It 
conducted. over 2,200 retiree counselling sessions and prepared over 
5,600 annuity estimates. 

70. The two retirement systems, CIARDS and CSC, present markedly 
different problems. In the case of CSC, an employee once retired is 
turned over to the CSC completely and subsequent contacts, if any, are 
wholly between the Commission and the individual. The processing-out 
procedures, once completed, terminate all official Agency responsibility. 


Except for the Agency's retirement age being set at 60, the bulk of our 
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staff? employees are in step with Government employees generally. 
Participants in the CIARDS, however, come under the Agency system 
authorized by the Central Intelligence Agency Retirement Act of 

1964 for Certain Employees. Not only are the qualifying conditions 
for retirement different than in the CSC system, the major variant 

is the fact that the Agency continues to be responsible for the 
employee after he becomes an annuitant, or for his survivors. There- 
fore, the main thrust of this program 4s one of providing service to 
an inereasing number of employees. Stabilization of the CIARDS 
population lies many years away. 

71. The deputy chief of the branch devotes the bulk of his time 
to the role of Executive Secretary, Retirement Board, and validating 
the participation of employees in CIARDS when first recommended, and 
again at the time of the 15th anniversary review. In FY~70 this 
involved staff work for 22 meetings of the Retirement Board at which 
over 100 cases involving domestic qualifying service and extensions 
of retirement dates were considered; validating the data supporting 
over 500 nominations to the CIARDS program; and reviewing more than 
200 cas2s involved in the 15th enniversary review. 


72. The recently approved Hon-Staff Annuity Plan will be activ- 


ated during FY-71/72. It will involve the establishment of procedures, 


records, etc., and the channels of communication and liaison with 
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| __ ne problems are foreseen in adding this function to the 
ROB. . 


73. In summary, we find the Retirement Operations Branch a 
basically sound, well organized, and reasonably efficient unit. How-- 
ever, it is faced with severe growth problems. During the past five 
years the branch handled 1,342 retirements. Projected retirements 
for the next five vears total 2,022. Of particular importance is 


the fact that retirements under the CIARDS system will jump from an 


average of 97 per year (past five years) to slightly over 200 per 


year during the next five years. This means that the annuitant roster 
will increase from approximately 500 at present to about 1,500 (minus 
deaths) in FY~-75. Add to this an estimated additional 200 survivors 
during the next five years (116 at present-—-which is a fluctuating 
figure) and the magnitude of the future workload in the branch can be 
appreciated. Automation, more staff, and additional space will be 


required. 
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